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ADDRESSING EARLY ATTRITION
Abstract
The Naval Training System (NTS) is the authority for training across the Navy, responsible
for trainees until the completion of their on-the-job training (OJT) or ‘apprenticeship’ at
sea. An emerging challenge are the rising rates of trainee attrition during OJT. Surveys
indicate that trainees are motivated to go to sea, ready to apply their knowledge and skills
(NTS, 2016, 2018); however, an increasing number of trainees are opting not to complete
their OJT (MP, 2017). With new ships in production and the fleet returned from refit, the
modern Navy is facing an unprecedented period of growth and with it, the need for
qualified personnel (Defence, 2017a). Some occupations are now considerably under
strength, taxing those who remain, while jeopardizing the Navy’s operational capability
(MP, 2017). Viewing the problem of early attrition through the lens of critical pragmatism
(Forrester, 2013), it is possible to see the strengths and weaknesses of current practices in
context, towards solution finding. Incorporating adult learning principles (Knowles,
Holton, & Swanson, 2015) through organized and effective socialization processes (Saks &
Gruman, 2018), the Navy might inspire the commitment necessary to reverse this trend. As
Naval leadership is exercised through strict adherence to order and discipline upheld
through customs, traditions, and culture (Defence, 2017a), transformational (Bass &
Riggio, 2006) and distributed (Harris, 2014) leadership approaches are utilized. The
proposed, multilayered solution includes changes to policy and the requirement for staff
capacity building to support a system-wide response, as well as the embarkation of training
specialists to aid with implementing change. Devised using Cawsey, Deszca, and Ingols’
(2016) Change Path Model, this plan addresses the need for an amendment to OJT
traditions in order to safeguard the Navy’s future.
Keywords: attrition, capacity building, culture, retention, systems, training.
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Executive Summary
This Organizational Improvement Plan (OIP) represents a significant work of
research undertaken and accumulated throughout the Doctor of Education program.
Investigating a problem of practice in a medium-sized, all-volunteer Navy of a democratic
country, referred to as simply ‘the Navy’, this paper deconstructs attributing factors
towards advancing a solution to address high rates of trainee attrition during on-the-job
training (OJT). This three-chapter OIP includes a discussion of the organizational context
and the need for change, the theories that support retention, leadership approaches to
change, potential solutions to the problem, and the change implementation plan.
Chapter 1 introduces the problem to be examined, including the organizational
context and associated factors that have led to the problem of practice. The leadership
approach and lens follow, where transformational (Bass & Riggio, 2006) and distributed
(Harris, 2014) leadership are utilized to support the Navy’s institutional leadership, which
is exercised through the strict adherence to order and discipline upheld through customs,
traditions, and culture (Defence, 2017a). Viewing the problem of early attrition through the
lens of critical pragmatism (Forrester, 2013) while utilizing Bolman and Deal’s (2013) four
frames, it is possible to see the strengths and weaknesses of the Navy’s practices in context.
This chapter turns to the development of a hybrid model of retention to investigate the
attrition construct with a focus on solution-finding. The change plan applies systems theory
towards improving retention by considering the problem within the Navy’s complex
organization, while leveraging the opportunities presented by its unique context.
Chapter 2 examines the planning and development of change. This chapter begins
by operationalizing the change process through transformational and distributed leadership,
recognizing the power of relationships that exist across the Navy will form the means to
iii
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support system-wide change. Details of the change process are presented utilizing Cawsey,
Deszca, and Ingols’ (2016) Change Path Model for leading the change process, followed
by a critical organizational analysis utilizing Nadler and Tushman’s (1997) Congruence
Model. These models provide a mechanism by which to understand what must change and
support the development of a change plan. Four potential solutions to address the problem
are advanced, including: eliminating OJT time limits towards advantaging on-job learning
and socialization over time; extending initial postings to provide trainees with longer-term
surety of their future; embarking a training specialist to provide trainees with personalized
learning plans that include design elements to support adult learners; and empowering
ship’s staffs through capacity building so that they may better support trainees through the
incorporation of adult learning principles (Knowles, Holton, & Swanson, 2015) to support
socialization processes (Saks & Gruman, 2018) during OJT. Applying systems theory, all
four recommendations are taken up towards building a multilayered approach to address
the problem. Following this, Deming’s (2018) Plan, Do, Study, Act (PDSA) Cycle model is
presented that forms the structure by which to monitor and adapt change processes. This
chapter ends with a discussion of leadership ethics as a professional imperative for
achieving organizational change.
Chapter 3 outlines the steps required to implement, monitor, evaluate and
communicate the change plan. Aligned with the PDSA Cycle model, planning occurs
during the Change Path Model’s awakening, mobilization stages and the initial part of
acceleration. Once finalized, the plan is implemented in the ‘do’ portion of the PDSA
cycle. The plan submits to monitoring and evaluation within institutionalization, which
aligns with the ‘study’ and ‘act’ portions of the PDSA cycle. As the success of the change
plan largely rests on the effectiveness of capacity building instruction, Kirkpatrick’s Four
iv

ADDRESSING EARLY ATTRITION
Levels of Program Evaluation (Kirkpatrick & Kirkpatrick, 2016) are applied throughout to
evaluate the effectiveness of this training. In tandem with establishing performance
measures and their data sources, the program evaluation serves to monitor and
subsequently evaluate the effectiveness of the change plan (Saier, 2017). A detailed
communications plan defines the steps of the change process from awakening through to
institutionalization (Cawsey et al., 2016). This OIP concludes with recommendations for
the Navy to adopt a holistic approach to system problems, with the need to consider its
institutional integrity in solving them.

v

ADDRESSING EARLY ATTRITION
Acknowledgements
This Organizational Improvement Plan represents the culmination of many years of
work, but ultimately of great learning. I am a lifelong learner, spurred by my own curiosity
and desire to make sense of things. The EdD program, as the most recent leg of this
learning journey, has formed one of the more interesting and demanding experiences to
date. I owe a great debt of gratitude to my peers and professors who have selflessly offered
their support and wisdom. In particular, I extend my thanks to Glenn and Michelle for their
friendship and inspiration, and Dr. Allison Segeren and Dr. Erin Keith, for their care,
encouragement and insight.
From the home fleet, Jim and Dylan have championed my ongoing educational
pursuits, despite the draw on our family life. Being deployed overseas during year 3 (and a
pandemic) was a challenge in itself, and their love and encouragement saw me through.
They are a constant reminder of the importance of family, for which I am truly grateful.
For the organization that raised me, and those in the profession of arms, past and
present: thank you for your service. I hope this work conveys my desire to sustain our
success into the future. Yours, aye.

“Knowing begins and ends in experience; but it does not end in the experience in which it
begins” (Lewis, 1934, p. 134).

vi

ADDRESSING EARLY ATTRITION
Table of Contents
Abstract .................................................................................................................................. ii
Executive Summary .............................................................................................................. iii
Acknowledgements ............................................................................................................... vi
List of Tables ........................................................................................................................ xi
List of Figures ...................................................................................................................... xii
Glossary of Terms and Abbreviations ................................................................................ xiii
Chapter 1: Introduction and Problem..................................................................................... 1
Organizational Context .......................................................................................................... 1
Navy Mission, Vision and Values ...................................................................................... 2
Organizational Structure .................................................................................................... 3
Cultural Context ................................................................................................................. 5
Leadership Position and Lens Statement ............................................................................... 6
Critical Pragmatism ............................................................................................................ 6
Leadership Approach ......................................................................................................... 7
Leadership Problem of Practice ............................................................................................. 9
Framing the Problem of Practice ......................................................................................... 11
Structural Frame ............................................................................................................... 11
Human Resource Frame ................................................................................................... 12
Political Frame ................................................................................................................. 13
Symbolic Frame ............................................................................................................... 14
Relevant Data ................................................................................................................... 14
Retention Model ............................................................................................................... 15
Attrition phenomenon.................................................................................................. 16
Retention. .................................................................................................................... 17
Commitment. ............................................................................................................... 18
Organizational socialization. ....................................................................................... 19
Investiture. ................................................................................................................... 20
Andragogy ................................................................................................................... 21

vii

ADDRESSING EARLY ATTRITION
Guiding Questions Emerging from the Problem of Practice ............................................... 21
Leadership-Focused Vision for Change .............................................................................. 23
Systems Theory ................................................................................................................ 23
Perceived Gaps ................................................................................................................. 24
Envisioned Future State ............................................................................................... 25
Creating a Vision for Change ...................................................................................... 26
Priorities for Change ................................................................................................... 27
Change Drivers................................................................................................................. 28
Organizational Change Readiness ....................................................................................... 29
External Forces ................................................................................................................. 31
Internal Forces .................................................................................................................. 31
Culture as an Obstacle to Change .................................................................................... 32
Conclusion........................................................................................................................ 33
Chapter 2: Planning and Development ................................................................................ 34
Leadership Approaches to Change ...................................................................................... 34
Operationalizing Leadership ............................................................................................ 35
Framework for Leading the Change Process ....................................................................... 37
Awakening ....................................................................................................................... 38
Highlight retention data. .............................................................................................. 39
Raise awareness of the need for change. ..................................................................... 39
Seek input to a shared vision of the future. ................................................................. 40
Mobilization ..................................................................................................................... 41
Assess dynamics .......................................................................................................... 41
Build a change coalition. ............................................................................................. 41
Leverage communication pathways and methods. ...................................................... 42
Critical Organizational Analysis .......................................................................................... 43
Inputs ................................................................................................................................ 44
History ......................................................................................................................... 44
Environment. ............................................................................................................... 45
Resources ..................................................................................................................... 45

viii

ADDRESSING EARLY ATTRITION
Strategy............................................................................................................................. 46
Navy Transformation ....................................................................................................... 46
Tasks ............................................................................................................................ 46
People .......................................................................................................................... 47
Informal organization .................................................................................................. 48
Formal organization. ................................................................................................... 48
Outputs ............................................................................................................................. 48
Lacking Coherence ........................................................................................................... 49
Possible Solutions to Address the Problem of Practice ....................................................... 50
Eliminate OJT Time Limits.............................................................................................. 51
Extend Initial Posting ....................................................................................................... 52
Embark a Training Specialist ........................................................................................... 54
Empower Ship’s Staffs ..................................................................................................... 55
Selected Solution and Rationale ....................................................................................... 57
Plan, Do, Study, Act (PDSA) ........................................................................................... 60
Leadership Ethics and Organizational Change Issues ......................................................... 62
Conclusion........................................................................................................................ 66
Chapter 3: Implementation, Evaluation, and Communication ............................................ 67
Change Implementation Plan ............................................................................................... 67
Acceleration ..................................................................................................................... 69
Develop the action plan. .............................................................................................. 69
Devise a communications plan. ................................................................................... 70
Understand stakeholder reactions. ............................................................................... 71
Engage and empower others. ....................................................................................... 72
Supports and resources. ............................................................................................... 73
Institutionalization ............................................................................................................ 74
Assign responsibility for data collection and analysis. ............................................... 74
Measure, analyze, and report. ...................................................................................... 75
Amend training policy ................................................................................................. 76
Systemize training ....................................................................................................... 77

ix

ADDRESSING EARLY ATTRITION
Change Process Monitoring and Evaluation ........................................................................ 77
Do Phase........................................................................................................................... 79
Study Phase ...................................................................................................................... 82
Act Phase .......................................................................................................................... 84
Plan to Communicate the Need for Change and the Change Process ................................. 86
Communications Strategy ................................................................................................ 86
Awakening (‘plan’) ..................................................................................................... 87
Mobilization (‘plan’). .................................................................................................. 90
Acceleration (‘plan’, ‘do’). .......................................................................................... 93
Institutionalization (‘study’, ‘act’). ............................................................................. 97
Next Steps and Future Considerations ............................................................................... 100
Next Steps ...................................................................................................................... 101
Future Considerations .................................................................................................... 102
References .......................................................................................................................... 104

x

ADDRESSING EARLY ATTRITION
List of Tables
Table 1 Data Capturing for Monitoring Change During the ‘Do’ Cycle............................. 81
Table 2 Data Capturing for Evaluating Change During the ‘Study’ Cycle ......................... 83
Table 3 Change Process Communications Plan – Awakening (Plan) ................................. 88
Table 4 Change Process Communications Plan – Mobilization (Plan) ............................... 91
Table 5 Change Process Communications Plan – Acceleration (Plan, Do) ........................ 94
Table 6 Change Process Communications Plan – Institutionalization (Study, Act) ........... 98

xi

ADDRESSING EARLY ATTRITION
List of Figures
Figure 1: Organizational Structure ........................................................................................ 4
Figure 2: Average Navy Attrition Rates, 2002-2014 ........................................................... 15
Figure 3: Unified Model of Retention ................................................................................. 16
Figure 4: Adapted from Cawsey et al.’s (2016) Change Path Model .................................. 38
Figure 5: Adapted from Nadler and Tushman’s (1997) Congruence Model ....................... 44
Figure 6: Plan-Do-Study-Act Cycle model aligned with the Change Path Model .............. 68

xii

ADDRESSING EARLY ATTRITION
Glossary of Terms and Abbreviations
Adult Learning Principles
Malcom Knowles established and refined a set of principles for facilitators and instructors
to apply to activities supporting adult learning: the need to involve adults in the planning
and evaluation of their learning; recognition that experience provides the basis for the
learning activities; learning relevant to their work or personal life is of primary interest;
and, learning activities should be problem-centered (Knowles, Holton, & Swanson, 2015).
The Navy makes specific reference to the desired use of andragogy in training (DCS, 2007;
NPTGC, 2016, 2018) in the tradition defined by Knowles.
Attrition
Synonymous with turnover, attrition is considered the opposite of retention (Otis & Straver,
2008). Early attrition describes a member who voluntarily departs service prior to the
completion of their first-term contract, which is 3 years for sailors and 9 years for officers.
Commitment
Forming the basis of this inquiry, commitment is considered a psychologically based
connection an employee holds towards the organization in which they work, making it
more likely they will remain with that organization (Allen, 2016).
Culture
Edgar Schein (2017) believed culture was defined by the ways in which a group adapts to
the environment and solves problems through processes it considers valid, which are then
“taught to new members as the correct way to perceive, think, feel, and behave in relation
to those problems” (p. 6). The espoused values, beliefs and behavioural norms learned over
time form the underlying assumptions of a group that comprise its culture (Schein, 2017).
xiii
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On-the-Job Training (OJT)
As the last stop of their initial training, OJT is a form of apprenticeship that serves to
contextualize and consolidate shore-based learning. During OJT, trainees work as part of a
team within their respective department onboard ship experiencing life at sea during realtime operations.
Naval Training System (NTS)
Describes the system for training in the Navy. Currently, the NTS is in the midst of a
massive transformation initiative to update and modernize infrastructure, systems, policy
and processes.
Retention
Thought of as the opposite of attrition or turnover, “retention encompasses all methods
undertaken to ensure that suitable personnel remain in…service” (Popov, 2011, p. 1). The
Navy’s retention strategy is designed to reduce preventable attrition to lower instances of
attrition not caused by training failure, inadequate medical health, deficiencies in conduct
or performance, or reaching the age of compulsory retirement (MP, 2009).
Ship’s Staffs
Personnel who support the ship’s operations include operators and technicians who are
subject matter experts in their own field. Though they have experienced life as a trainee at
some point in their career, and possibly have even taught at the Naval Fleet School ashore.
They are not educators and may have only their own experiences on which to base their
instructional approach.
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Chapter 1: Introduction and Problem
This chapter describes the organization in its structural and cultural context. The
evolution of the problem of practice (PoP) and organizational improvement plan (OIP) are
outlined. Leadership is critical in developing a means to address instances of early attrition
in the Navy. The focus of the PoP is the need to amend the current approach to on-the-job
training (OJT) in order to better support trainees and aid organizational socialization
towards improving retention. Attending to this problem through a systems approach is
pursued through transformational leadership that is distributed to best support change. A
gap analysis explains the current lack of focus on training as a means to address this
problem and this chapter concludes with the plan to communicate the need for action.
Organizational Context
At the centre of this OIP, is a medium-sized, all-volunteer (non-conscript) Navy of
a democratic country, recognized worldwide as an allied partner comprised of well-trained
personnel. Within this OIP, it is referred to as simply ‘the Navy’. With ships deploying to
the far reaches of the world, the Navy conducts missions around the globe, facing unique
challenges that characterize its purpose. For decades, Naval ships carried their full crew
complement with many to spare, making light work of mission demands (Fang & Bender,
2011). However, this is no longer the case, and the Navy has endured a sustained period of
personnel shortages at a time where it is working to grow its force to meet the demand
brought about by the largest shipbuilding project in recent history (Defence, 2017a).
At the heart of the problem are climbing attrition rates, most significantly amongst
first-term sailors during their OJT or ‘apprenticeship’ at sea. The last step towards
qualification, OJT serves to contextualize and consolidate shore-based learning, where
trainees work as part of a team within their respective department onboard ship. Yet,
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trainees on the cusp of achieving their qualification are departing the Navy (MP, 2017).
This phenomenon, referred to as ‘early attrition’, is a steadily rising trend that impacts the
Navy’s effective strength and operational capability (MP, 2017). Despite increased
recruiting efforts designed to counter personnel losses, the Navy’s membership is
dwindling, jeopardizing mission success (MP, 2017). This OIP investigates the problem of
early attrition, and the potential to improve trainee retention during OJT.
Navy Mission, Vision and Values
The fundamental mission of the Navy is to prepare combat-effective forces that
support the application of sea power in the defence of national interests at home and abroad
(Defence, 2017a). This is achieved through structured leadership and strict adherence to
order and discipline upheld through customs, traditions, and culture (Defence, 2017a). The
Navy’s vision then defines how this will be achieved, specifically, through a capable,
combat-effective fleet, backed by an agile and adaptive institution, comprised of personnel
who are equipped to manage the complexities and challenges of future operations
(Defence, 2013). Supporting the Navy’s mission and vision are the core values of duty,
loyalty, integrity and courage (DCS, 2003) which form the basis of its ethos (DCS, 2005).
The Navy’s ideology remains well-preserved through cherished institutions of a bygone
era. Rooted in conservatism, the current approach to OJT aims to impart the Navy’s values,
customs and traditions (Gordon, 2018), with a tendency to rely on past practices as
prescribed methods of training, to which trainees are expected to adapt, as many longserving members had before them (MP, 2017).
The Navy is “in the midst of its most intensive and comprehensive period of
recapitalization in its peacetime history” (Defence, 2013, p. 2), embarking on a number of
transformation initiatives, including the introduction of new ships, and a vigorous update to
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the Naval Training System (NTS) (Defence, 2016). Though the mission and vision
collectively underscore the Navy’s purpose, there is an obvious disparity between the
modern ideals presented in doctrine outlining future initiatives (Defence, 2013, 2017a), and
traditional conventions in practice. In the middle of this discord, are the trainees: subjected
to age-old OJT methods, many of whom likely joined the Navy based on the images of the
future fleet projected through recruiting media (Saunders, Skinner, & Beresford, 2005).
Further, the ad hoc approach applied to current OJT practices fails to recognize the learning
needs of a more diverse trainee cadre (MP, 2017), compromising the potential to benefit
from their past skills and life experiences, to the great disappointment of trainees (NTS,
2016, 2018) who feel they have much to offer the organization.
Organizational Structure
Naval service involves considerable compromise, as members are well-paid and
cared for, but relinquish individual rights and freedoms while facing great physical and
personal risk (Popov, 2011); conditions ordained through institutional structures (DCS,
2005). Distinct from other civilian careers, personnel within the profession of arms serve
only their country and can be lawfully ordered into harm’s way under conditions that may
result in loss of life (DCS, 2003). Given the demands of the profession, formal leadership is
based on the concept of lawful authority (DCS, 2005), exercised through strict adherence to
the rule of law and obedience to command, and enforced through professional codes of
conduct which stipulate the “conditions of service, military values, ethics and ethos” (DCS,
2007, p. 105). These professional exigencies assume governance over behaviour, both in
and outside of the workplace, while also restricting personal rights and freedoms (DCS,
2007), binding its membership to a code of conduct that inherently limits perspective
(Bacchi & Goodwin, 2016).
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The Navy strategically functions as a series of systems and integrated subsystems,
where mission success is dependent upon the alignment and integration of these systems
(DCS, 2007). Yet, specific to this problem, the Navy’s organizational structure acts as a
mechanism by which to embed culture (DCS, 2007), limited by the chain of command,
which forms a natural barrier to system functionality. Further, the Navy has a regrettable
history of executing change on order, whether through broad policy change or leadership
directive, with the expectation it will be obeyed as a lawful command, in essence
circumventing the system under the guise of expediting outcomes (DCS, 2005). Thus, the
Navy’s hierarchical leadership structure frames this OIP, and must be accounted for in the
pursuit of a solution that results in improved retention (DCS, 2007).
The problem of early attrition resides within the seagoing fleet, headed by the Fleet
Commander, as the operational authority. Yet, the origins of this problem relate to training,
which is the core responsibility of the Training and Personnel Commander as the authority
for training across the Navy responsible for trainees until the completion of OJT (Figure 1).

Figure 1. Organizational Structure
The challenge for trainees lies in the fact that the organization within the ship is
designed to support the primacy of operations, with training assuming a distant secondary
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role (DCS, 2009). While it is widely recognized that mission success is dependent on
having well-trained, motivated personnel (Defence, 2017a), training is considered a means
to an end, framed only as it relates to operations. Given the structural context of the
problem, any changes to the existing training scheme will necessitate a collective effort
between the Fleet Commander, their ships and staffs, and the Training and Personnel
Commander and their staffs.
Cultural Context
Culture is central to organizational life, dichotomously supporting its evolution and
stability, creativity and constraint (Schein, 2017). Culture acts as a metaphor for
understanding the behaviours of organizational members, where myth and custom provide
constancy and comfort (Jarnagin & Slocum, 2007). With over a century of history, the
Navy, its culture and traditions, feature prominently in the problem under study (DCS,
2005). Naval culture binds personnel to the organization and sees them through the
demands of the mission (DCS, 2003); however, it also serves to strengthen undesirable
aspects of an organization, inhibiting growth and change (Bui & Baruch, 2010).
The Navy’s traditional hierarchy is foundational to the ways in which personnel
act and think, where uniformity prevails over individuation (Ho & Ho, 2008). Core tenets
of conservatism align with existing Naval practices which ensure the preservation of
customs and institutions as accepted, unquestioned practices (Gordon, 2018). Though
organizational culture should seek to support learning and promote inquiry (Bui & Baruch,
2010) and while the current approach to OJT is purposed to transmit and perpetuate values,
culture and traditions (Gutek, 2014), it unwittingly contributes to the factors leading to
early attrition (Padamsee, 2009), enabling the circumstances underlying this problem.

ADDRESSING EARLY ATTRITION

6

Leadership Position and Lens Statement
Through a 27-year Naval career, I have experienced a wide assortment of
opportunities to lead and be led. However, in my current role within the Naval Training
Headquarters (NTH), I function as a training and education specialist amongst a large
group of operators and technicians, where I perform as an advisor to the Naval Training
and Personnel Commander. As such, I enjoy a very privileged role that my military rank
does not necessarily betray, and my past success as an operator allows me a credible voice
within the Headquarters, the training system, and the organization. Through a combination
of my credibility and my position as an advisor to the Commander, I am able to voice
alternate perspectives and be heard, and I am expected to apply my education and
experience to bear on the problems facing the organization. In an unprecedented move,
decision-making authority for training policy and management were delegated to me, rather
than residing within the appointment I hold; a rare circumstance within the organization.
To that end, I am responsible for developing training and the policy by which this occurs,
with the authority of the Commander behind my work.
Critical Pragmatism
Creswell (2014) notes the importance of delineating the researcher’s perspective: a
particularly important aspect of research conducted by a member from within the
organization under investigation. The problem of early attrition was perceived, conceived
and analyzed through critical theory (Davies, Popescu, & Gunter, 2011), infused with
Dewey’s (1925/1998) pragmatic tradition, that work in conjunction to form the lens of this
OIP. Forester (2013) aptly defines critical pragmatism as, “an analytic and practical
approach that attends to process and outcome, that…promote[s] rather than restrict[s]
public learning, invention and problem-solving, and that very practically works to explore
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possibilities rather than to presume impossibility” (p. 19). Critical pragmatism applies
concrete problem-solving to social inquiry in a manner that assumes a process of critical
discourse (Frega, 2014) that allows those normally silenced to question and openly reflect
upon hegemonial power relations in order to generate learning and insight into a particular
problem (Visser, 2019). Here, the pragmatic critique of power and domination connect to
the overarching theme of emancipation in critical theory (Midtgarden, 2012).
Evidenced through the lens of critical pragmatism are the social, political and
cultural values and power relations that internally dominate organizational realities
(Midtgarden, 2012). Here, thematic patterns of power and tradition (Midtgarden, 2012) are
ratified through the Navy’s organizational structure (Keidel, 2005), contributing to the
problem of early attrition. Just as evident, are the opportunities to address the problem
through a focus on relationship building that promotes learning and problem-solving as a
collective enterprise (Wang, Torrisi-Steele, & Hansman, 2019), which finds accord with
the Navy’s values. Leaders fulfil a vital role in facilitating and analyzing presupposed
cultural values and beliefs dominating Navy systems and its outputs (DCS, 2007). Through
the lens of critical pragmatism, it is possible to examine these values, and their historical
origins in an effort to reconceptualize and address the problem (Scotland, 2012).
Leadership Approach
Fundamental to Naval leadership is the ability for leaders to establish trust and
credibility amongst subordinates, peers and superiors, essential for leading and instigating
change (DCS, 2007). My own approach to leadership is authentic at its roots (Avolio &
Gardner, 2005); however, given the nature and scope of the proposed change, a
transformational leadership approach is preferred for plan implementation for its perceived
ability to influence individuals, groups and organizations (DCS, 2005). Transformational
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leadership is explicitly defined around the concept of change, essentially transforming
those involved (Bommer, Rich, & Rubin, 2005). Transformational leaders motivate
organizational members to identify with a new vision (Groves, 2020), transcending their
own interests for those of the organization (Effelsberg, Solga, & Guit, 2014). This
approach emphasizes goal achievement (Nemanich & Keller, 2007), and seeks to build
collective capacity for organizational change (Bommer et al., 2005). As transformational
leadership behaviours overtly link leadership to the needs of followers, it is not focussed on
power, but empowerment (Bass & Riggio, 2006), without a reliance on organizational
structure to enact change; relationship building forming a central tenet of critical
pragmatism (Midtgarden, 2012).
Influence behaviours associated with transformational leadership such as
commitment to duty and individualized consideration for others (Bass & Riggio, 2010), are
consistent with the Navy’s institutional values (DCS, 2005). Within the Navy,
transformational leadership is espoused for its effectiveness in complex environments and
its suitability to change leadership (DCS, 2005). Adopting the stance of a transformational
educator-leader, I intend to articulate and infuse a transformational philosophy and
approach throughout this plan.
Due to the structural, cultural and contextual characteristics discussed earlier, and
the need to reach the hearts and minds of stakeholders across the organization, this OIP
also requires a distributed form of leadership, as implementing the proposed change across
the organization requires the expertise of many (Azorín, Harris, & Jones, 2020). Reframing
leadership, Gronn (2000) initiated a widespread appetite for distributed leadership, further
studied by many leadership theorists in the years since (Bolden, 2011). Distributed
leadership recognizes leadership capacity is not fixed (Azorín et al., 2020), but can be
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extended over individuals to incorporate the activities of many, with outcomes the product
of a collective effort (Diamond & Spillane, 2016). Distributed leadership is focussed on the
power of relationships across the organization, within which the activities of many join
force to enact change, rather than the deeds of a lone change agent (Bolden, 2011). A
highly relational form of leadership, its effectiveness in practice necessitates active
collaboration, communication, mutual trust and respect (Azorín et al., 2020). In the Navy, a
distributed approach underscores the value of the leadership team and recognizes the
collective contribution that different leaders bring to bear (DCS, 2005), overcoming
traditional power patterns identified by critical pragmatists (Midtgarden, 2012).
Through the numerous leadership roles held over the course of my career, the value
of distributed leadership is most evident in operations, where it is applied to achieve
strategic effect across a broad spectrum. Military leadership philosophy is based in part on
the principles of distributed leadership, which emphasize the importance of the leadership
team (DCS, 2005). Thus, while transformational leadership will form the core approach to
leading this change, the geographically dispersed nature of the organization, and the need
to empower individuals in situ, necessitates a distributed approach (Diamond & Spillane,
2016). As both transformational and distributed leadership align practically and
philosophically with the Navy’s ethos (DCS, 2005), they are an ideal pairing, particularly
in formulating and conceptualizing the leadership problem of practice, which follows.
Leadership Problem of Practice
The problem of practice under investigation are the increased rates of early attrition
amongst Naval trainees during their on-the-job training (OJT) or ‘apprenticeship’ at sea.
The last step towards qualification, OJT serves to contextualize and consolidate shorebased learning. Working onboard a warship is a unique experience, and a difficult
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adjustment for many (Harris, White, Eshwar, & Mottern, 2005; Hewlett & Luce, 2006).
With this in mind, successful shipboard integration (Tinto, 2017) is a strong indicator of
trainee retention (Gekara, 2009).
Surveys overwhelmingly indicate that trainees are genuinely motivated to go to sea,
ready to apply their knowledge and skills (NTS, 2016, 2018). However, data reveals that
high rates of early attrition occur 2-2.5 years into their career, a time period that coincides
with OJT (MP, 2017). Trainee feedback suggests the limited timeframe available for OJT
completion, lack of staff support, and outdated OJT programming fails to recognize a more
experienced, diverse trainee cadre (MP, 2017; NTS, 2018). Trainees report they are made
to feel, ‘like a number’ (NTS, 2016), of little significance to the organization, which speaks
to the troubling nature of this problem.
Success in operations and the ability to achieve the Navy’s mission hinges on
having sufficient numbers of trained personnel (Defence, 2017b), significantly impacted by
early attrition (Fang & Bender, 2011). In addition to complicating human resources, early
attrition is also a costly business (CRS, 2012; OAG, 2017). Beyond the funds spent on
training and salaries for those who depart, additional funds must then be diverted to recruit
and train replacements, delaying the output of a fully trained individual to the system (Fang
& Bender, 2011).
Under a far-ranging retention strategy, the Navy explored ways of reducing
instances of early attrition, citing the need to provide trainees with greater career supports
to enable smoother transition to the shipboard lifestyle, by fostering job satisfaction and
enculturation (MP, 2009), that might lend to organizational commitment (Allen, 2016).
While perhaps a means to address this problem, these recommendations were never
operationalized in a systematic or meaningful way (Government, 2016). To date, efforts to
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address attrition have focussed on measures to increase recruiting, with disappointing
outcomes (MP, 2017). However, this solitary approach does not address the root of the
problem and fails to account for the potential of the larger system to work together to
collectively remedy the situation (MP, 2017).
As such, this organizational improvement plan outlines the challenges and
opportunities that might be addressed through the contextual position of a leader charged
with the responsibility for training management and the policy by which it occurs. To
reduce instances of early attrition amongst trainees during OJT, the problem under
investigation seeks to answer: what strategies might the Naval Training System implement
to retain trainees beyond their first-term contract?
Framing the Problem of Practice
The problem of early attrition is multidimensional, yet solutions to date have treated
the system as an aggregate of parts with linear, cause-effect relationships (Senge, 2006). To
overcome this tendency, Bolman and Deal (2013) identify four viewpoints–structural,
human resource, political, and symbolic–to aid leaders in establishing a more holistic
understanding of their organization’s complexity. Viewing the problem of early attrition
through the lens of critical pragmatism while utilizing these four frames (Bolman & Deal,
2013), it is possible to see the strengths and weaknesses of the Navy’s practices in context.
Structural Frame
Important to this frame are common goals, as structural form can both enrich and
restrict organizational performance (Bolman & Deal, 2013). Under a control bias that
provides limited potential for autonomy, Naval personnel are regimentally managed within
a highly bureaucratic organization (Keidel, 2005). Mission primacy ensures training is
framed only as it relates to operations, resulting in a superficial appreciation of its import: a
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neglected consideration that might address the problem of early attrition (Padamsee, 2009).
Considered a means to an end, training is constituted and subjugated by operations,
marginalizing attention to that end, accounting for its absence in policy (Pierson, 2005).
With the focus on operations, the goal of training becomes workplace performance
over individual learning and development, which are considered interchangeable concepts,
rather than causal links (Senge, 2006). This focus is apparent in the ship’s organization and
crewing, which is designed to support operations, not training (DCS, 2009). The problem
of early attrition resides within the seagoing fleet, headed by the Fleet Commander, though
its origins relate to training, the responsibility of the Training and Personnel Commander.
As solving the problem of early attrition is of great importance and benefit to both
organizations, changes to existing OJT practices will necessitate a collective effort.
Human Resource Frame
Forming the heart of the problem, this frame requires systematic examination to
appreciate its many facets. After years of heightened attrition, and with the delivery of a
new fleet of ships on the horizon, the Navy has undertaken a large-scale recruiting drive to
increase its establishment (MP, 2017). However, analysis indicates it is only maintaining
its current strength, with little hope of growth: a condition exacerbated by early attrition
(MP, 2017). Due to early attrition, some occupations are now considerably under strength,
placing strain on those who remain, and jeopardizing operational capability (MP, 2017).
The Navy is already seeing the fissures of this strain amongst those who must undertake
back-to-back sea tours without relief, including increased requirements for shipboard
Padres, greater use of mental health services, and reports of family suffering and violence
(MP, 2017). Overtasked and lacking the tools to support a more effective training program,
ship’s staffs are left to manage OJT requirements concurrent with operations that inevitably
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results in ad hoc training (Lye, 2009).
At the centre of this problem are the trainees, who are culturally diverse, often
having considerable life and work experience (NTS, 2016, 2018). Here, they are expected
to complete their training within a fixed timeframe, often with limited assistance (MP,
2017). Neglecting the experience these trainees bring to their training (Knowles, Holton, &
Swanson, 2015), they are herded through OJT en masse, gaining little from the experience,
contributing to their uncertainty about the Navy as a career (MP, 2017). This approach calls
into question the value of OJT, either as a means to develop individual job performance or
as a vehicle for socialization (Saks & Gruman, 2018).
Political Frame
Bolman and Deal’s (2013) political frame addresses concepts of power, conflict
and competition, tracing back to the problem’s origins. Through the lens of critical
pragmatism, assumptions about power, rules and politics form sources of reflection and
learning, and reveal agendas that underlie decision-making (Ford, Harding, & Learmonth,
2010; Hildreth, 2009). In framing this problem, the Navy’s mission forms the agenda, and
its intent is to meet mission demands (Defence, 2017b). With a sole focus on the mission,
decision-makers have resolutely maintained the traditions of their own training, finding no
flaws in the system in which they achieved success (Gordon, 2018). As leadership
decisions revolve around resource allocation (Bolman & Deal, 2013), discourse that
segregates training to a lower priority, also limit resources to that end (Scotland, 2012).
Thus, trainees undergoing OJT are rendered the collateral damage of decisions by those
with power who undervalue its importance, rather than situating training as a capability
integral to mission success (Padamsee, 2009). The contentious nature of this problem is
likely the reason solution-finding has yet to be pursued in earnest (Morse, 2016).

ADDRESSING EARLY ATTRITION

14

Symbolic Frame
The concepts of culture, meaning, ritual and ceremony are fundamental to the
symbolic frame (Bolman & Deal, 2013). So too within the Navy, where long-standing
traditions form the basis for organizational knowledge (Milosevic, Bass, & Combs, 2018).
Here, customs and rituals underlie identity (Schein, 2017), methods of training, and
processes of organizational socialization (Saks & Gruman, 2018). Meaning is created by,
and becomes part of, the organization’s cultural fabric, through which individuals interpret
workplace behaviours (Bolman & Deal, 2013). For organizational newcomers, gaining this
insight from a knowledgeable insider is critical to learning and organizational integration
(Saks & Gruman, 2018). While a seemingly straightforward concept, there is little evidence
of its application to OJT in its current construct. In contrast, an OJT program that supports
socialization processes through investiture seeks to build upon the skills, knowledge and
personal characteristics of the trainee, affirming what they bring to the organization (Saks
& Gruman, 2018). Aside from supporting trainee job performance and shipboard
integration (Fang, Duffy, & Shaw, 2011) the emblematic value of this approach lends to
enculturation that generates emotional ties to the organization (Tinto, 2017).
Relevant Data
Early attrition is the most unexpected and volatile component of total attrition in the
Navy (Fang & Bender, 2011). Data indicates that the Navy is losing trainees as they
approach the completion of their initial, 3-year contracted period of service, which often
coincides with the timeframe of their OJT (Government, 2016). From 2002 to 2014, an
average of 11% of sailors and 8% of officers departed the Navy during their OJT
(Government, 2016) (Figure 2). While not the greatest loss of personnel to occur in the
first-term contract, it is significant as OJT forms the final step to qualification and in some
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cases, qualification that might lead to job opportunities outside of the Navy.

Figure 2. Average Navy Attrition Rates, 2002-2014
Sufficient numbers of trained personnel are vital to meet the demands of domestic
and international operations. Maintaining a skilled workforce requires sizeable funding;
personnel costs account for 51% of the defence budget (Defence, 2017b).
Retention Model
A number of retention and attrition models were investigated as a means to
visualize, structure and address the problem of early attrition (Grant & Osanloo, 2014).
Sümer and van de Ven’s (2007) proposed North Atlantic Treaty Organization (NATO)
Model of Military Turnover considers distal, intermediate and proximal factors that
contribute to the process of military turnover. While comprehensive, their model is
focussed on personnel turnover occurring later in career and includes aspects unrelated to
those in their first term. Similarly, the Unfolding Model of Voluntary Turnover (Lee,
Mitchell, Holtom, McDaniel, & Hill, 1999) was also intended for more tenured military
members. A predictive model of turnover that provides a holistic understanding of factors
that affect turnover intention was developed and tested by Villeneuve, Dobreva-Martinova,
and Currie (2004), though it too includes antecedents that are less applicable to trainees in
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early career. Conversely, Godlewski and Kline (2012) devised an Early Voluntary
Turnover model proposed for use during basic indoctrination training at career start, well
before shipboard OJT, limiting its generalizability to this PoP.
Having failed to find an appropriate military retention model, the search was
broadened to include academia and industry. However, due to the complexity of the
processes that frame the problem of early attrition, and the non-generalizable nature of
extant turnover models to the Navy’s unique environment and population, a hybrid model
was developed, referred to here as the ‘Unified Model of Retention’ (Figure 3), comprising
key components from a number of theories that support retention, which are further
discussed in the model which follows.

Figure 3. Unified Model of Retention
Recognizing the need for a retention model to assist in solution-finding, what
follows is first, an investigation of the attrition construct, situated as an organizational
phenomenon, and second, a focus on the individual components that inform the Unified
Model of Retention.
Attrition phenomenon. Navy recruits agree to serve a minimum initial contract
period, which provides a level of certainty for human resource managers and allows the
organization sufficient time to obtain a return on investment (Government 2016; Hoglin &
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Barton, 2015). White, Rumsey, Mullins, Nye, and LaPort (2014) suggest attrition
represents the unsuccessful adaptation of an individual to life in the military, though its
specific causes are often complex. Early studies on attrition generally sought to determine
the correlates of those most susceptible to attrition, established through biographic or
demographic data gathered during recruiting, with limited practical use (Guinn, Johnson, &
Kantor, 1975) as these studies merely answered who might attrite (Schuh, 1967), but did
little to establish why this occurred (Porter & Steers, 1973). Drawing from Lewin’s (1935)
theory of behaviour, subsequent multivariate studies sought to combine individual
characteristics with a myriad of determinants. Of these, Tinto’s (1975) Student Integration
Model (SIM) of turnover within higher education is noteworthy, notwithstanding the
disparate context. Here, Tinto determined attrition occurred due to insufficient integration,
where institutional commitment, academic and social integration influenced each other
(Tinto, 2005). This reversed the notion of attrition as an outcome of individual failure,
instead recognizing its inherent function within organizations that could be mitigated
through the support of the organization (Tinto, 2005). The SIM forms a significant
contribution towards understanding attrition as an organizational phenomenon (Tinto,
2017), aptly identifying the challenges faced by Naval trainees as organizational
newcomers, where socialization factors, including job orientation and cultural learning
(Saks & Gruman, 2018), may prove vital for addressing the problem of early attrition.
Retention. While attrition assumes a deficit perspective of the problem under
study, retention forms the basis of its solution. Retention is considered the opposite of
attrition (Otis & Straver, 2008), affirmed in post-secondary literature, where ‘persistence’
is thought to be the obverse of ‘turnover’ (Mitchell, Holtom, Lee, Sablynski, & Erez,
2001). Tinto (2017) submits, “persistence…is another way of speaking of motivation. It is
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the quality that allows someone to continue in pursuit of a goal even when challenges
arise” (p. 2). Tinto (2017) furthers that organizations should feel obligated to support the
motivation and persistence of its membership, inferring that retention is not strictly a
human resource issue, but one that can be influenced by the organization as a whole. For
the problem of early attrition, it affirms a solution might be shaped holistically through the
system.
In applying the SIM to this problem, persistence is dependent upon a trainee’s sense
of belonging, where they see themselves as a member of the community within which their
membership is valued (Tinto, 2017). Tinto (2017) contends this sense of belonging forms a
commitment to continued membership within that community, which results in persistence.
Thus, critical to understanding retention, is the concept of commitment.
Commitment. Joining the Navy demands strong personal commitment, requiring
members serve the organization ahead of themselves (DCS, 2003; El-Beltagy, 2018),
impacting members and their families in ways most vocations do not (Pohl, Bertrand, &
Ergen, 2016). Commitment is considered a psychologically based connection an employee
holds towards the organization in which they work, making it more likely they will remain
with that organization (Allen, 2016). Allen and Meyer (1990) first developed the Three
Component Model of commitment, a multidimensional view of commitment that drew
together a number of commitment research streams at that time (Allen, 2016). The Three
Component Model describes commitment through factors that influence how personnel feel
about their workplace. Affective commitment (AC), “reflects an emotional attachment and
a desire to remain within the organization, normative commitment (NC) is experienced as a
sense of obligation to remain, and continuance commitment (CC) reflects an awareness of
the costs associated with leaving” (Meyer, Kam, Goldenberg, & Bremner, 2013, p. 382).
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An individual’s relationship with the organization may represent elements of all three
components that tie them to the organization (Meyer et al., 2013).
Central to the Unified Model of Retention, and specific to this problem, AC appears
receptive to work experiences, where positive interactions stimulate a desire to remain with
the organization (Allen, 2016). Positive experiences also foster greater NC through social
exchange (Cardona, Lawrence, & Bentler, 2004), causing a sense of indebtedness towards
the organization (Meyer et al., 2013). In their studies involving military personnel, ‘stay’
intentions proved much higher amongst those with feelings of AC and NC towards the
organization, suggesting that positive work conditions induce a desire to remain, and
perhaps even a moral duty to serve (DCS, 2003; Meyer et al., 2013). Thus, to reverse
current trends, the Navy must create a positive learning environment that draws trainees
into the organization, engendering commitment and a desire to remain.
Organizational socialization. OJT is intended to provide a glimpse of the job, its
context, values and traditions, though many trainees struggle with the unique requirements
of learning on-the-job and adjusting to shipboard life (Gekara, 2009). Making sense of the
environment so that it is more predictable (Saks & Gruman, 2018) is a process referred to
as organizational socialization, a theory largely credited to Van Maanen and Schein (1979)
and Jones (1986). To facilitate individual socialization, organizations employ formalized
practices or indoctrination programs to aid newcomers in their workplace adjustment, many
of which are based on the models first developed by these founders (Filstad, 2011).
To facilitate workplace socialization, relationship sources such as peers, supervisors
and experienced colleagues, act as role models and provide cues that facilitate integration
(Saks & Gruman, 2018) and other supports to refine job-related skills (Allen, 2006). These
relationships can aid in developing trainee self-efficacy (Bandura, 2012) by building upon
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existing skills and knowledge, while providing encouragement and feedback (Saks &
Gruman, 2018). Relationships with role models are also a rich source of assistance to
trainees in diagnosing and interpreting social and cultural cues (Schein, 2017), through
which information and insights are shared (Fang et al., 2011). Allen and Shannock (2013)
assert that relationships are a fundamental human need, critical to newcomer learning and
influencing their desire to remain. By shifting the focus of OJT from an initiation rite
towards building relationships, the Navy can reconceptualize retention and efforts to that
end (McDermott, 2013; Wanberg, 2012). With this in mind, OJT provides an opportunity
to support new member socialization (Saks & Gruman, 2018). Though operations claim to
supersede OJT requirements, the frame of critical pragmatism makes evident that mission
demands and training are not paradoxical (Biesta, 2014). Rather, OJT forms the ideal
context in which to convey organizational values, achievable amid the operational mission.
Investiture. Socialization during OJT occurs on an ad hoc basis, and divestiture
pervades the process, further disconfirming trainees’ self-image (Saks & Gruman, 2018),
which does little to engender them to the Navy. Conversely, an approach based on
investiture seeks to build upon the skills, knowledge and personal characteristics of the
trainee, affirming what they bring to the organization. A viable form of socialization for
newcomer adjustment (Saks & Gruman, 2018), investiture is strongly linked with
commitment due to the social and professional connections made when trainees receive
support from experienced colleagues (Filstad, 2011). Uddin, Mahmood, and Fan (2019)
found that workers returned support with commitment, lowering turnover intentions.
Investiture is also linked to organizational identification (Ashforth, 2016), job satisfaction,
and the development of value congruence (Cable & Kay, 2012), signifying the importance
of trainee investiture and the value of supportive role models to the socialization process
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(Saks & Gruman, 2018). As OJT forms an orientation to life at sea, as well as a job
apprenticeship, a program based on supportive relationships with experienced colleagues
that systematically affirms for trainees that they are valued, both for the attributes they
arrive with and as new additions to the crew, serves to generate the motivation necessary to
achieve their qualification and consider making the Navy a career (Filstad, 2011).
Andragogy. The focus of socialization beyond enculturation is the development of
skills and knowledge towards improving trainee self-efficacy (Bandura, 2012). With a
more experienced trainee cadre (NTS, 2016, 2018), applying the principles of andragogy
(Knowles et al., 2015) to instructional practices supports investiture (Filstad, 2011). Using
the American conception as one of many approaches to adult learning first made popular
by Knowles (1973), andragogy focusses on the application of knowledge in context, with
the goal of supporting individual adaptation and self-sufficiency (Forrest & Peterson,
2006). It also recognizes the experience trainees bring to their learning, and their need for
active involvement in the learning transaction (Mishkind, 2016).
Andragogy’s emphasis on learner centrality, autonomy, and consideration for
learner experience reflect pragmatic ideals, through an approach to learning that aligns with
critical theory, particularly in the facilitation and co-creation of knowledge, and egalitarian
learning methods that displace power relationships (Wang et al., 2019). Through the lens of
critical pragmatism, the principles of andragogy (Knowles et al., 2015), appear highly
compatible with OJT, supporting learning that stands to improve job performance,
commitment and retention, as depicted through the Unified Model of Retention.
Guiding Questions Emerging from the Problem of Practice
As a leader and educator who desires to see the Navy through a successful future, it
is necessary to challenge the status quo (Forester, 2013) particularly where it no longer
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serves the organization. Leaders must examine organizational problems holistically,
engaging in systems thinking to ensure problems and their outcomes are understood
(Senge, 2006). To that end, a fulsome examination and critical review of relevant literature
in relation to the problem provided key leadership insights and prompted several lines for
further consideration and inquiry.
First, the Navy’s values support the achievement of its organizational goals (DCS,
2007). One such goal is to ensure sufficient numbers of trained personnel are available to
crew the ships of the future fleet (MP, 2017). This requires that the Navy seek to retain
those undergoing OJT. How might Navy values lend to trainee retention during OJT?
Second, underlying assumptions, beliefs and perceptions form natural impediments
to change (Schein, 2017). Addressing the problem will require supplanting existing OJT
practices with those that better reflect Navy values (Padamsee, 2009). How might the Navy
revise training traditions around OJT to better align with organizational values?
Third, rooted in conservatism, the current approach to OJT aims to impart the
Navy’s values, customs and traditions (Gordon, 2018), with a tendency to rely on past
practices as prescribed methods of training, to which trainees are expected to adapt (MP,
2017). This approach fails to recognize the learning needs of a more diverse trainee cadre
(MP, 2017). How can ship’s staffs better promote trainee engagement and motivation?
Fourth, newcomers develop organizational commitment through investiture,
positive workplace interactions and supportive role models they are exposed to during the
socialization process (Filstad, 2011; Saks & Gruman, 2018). How might ship’s staffs
strengthen trainees’ social contract with the Navy?
Finally, there is a widespread, mistaken belief that solving chronic understaffing
levels is a function of the recruiting system (MP, 2017). A philosophical shift is required
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that considers retention a universal responsibility. How might we build the fleet’s capacity
to improve retention?
These and other questions will be addressed in the upcoming section as part of
envisioning what requires change.
Leadership-Focused Vision for Change
In planning change, leaders must clearly articulate organizational mission, values
and goals that will impact the work of its members by defining a vision of the future
(Kouzes & Posner, 2017). In the context of this OIP, the vision for change stems from the
need to ensure the Navy’s future operational capability and the health of its members.
Thus, to establish the initial vision for change requires the holistic appreciation of the
system within which the problem exists.
Systems Theory
With the need to view the system holistically, it would seem prudent to investigate
the problem of early attrition through the use of systems theory. Regarded as the founder of
general systems theory, von Bertalanffy regarded a system to be a complex of elements that
considers their mutual interactive relationships and their causality to the whole (Hammond,
2019). This view allowed for a reorientation of thinking that departed from linear, causeeffect paradigms to explain the behaviours of complex organized systems (Hammond,
2019). Within an anti-positivist theoretical structure, von Bertalanffy’s holistic approach to
the study of ‘things’ evinces connections with Dewey’s pragmatism, where the effective
analysis of systems problems requires the incorporation of the context, the role of the
observer, and the interdependence of value systems within the organized whole
(Hammond, 2019). Though efforts to create a transdisciplinary set of principles have yet to
be achieved (Drack & Schwarz, 2010), as a heuristic guide for examining organizational
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problems, systems theory is considered an ideal foundation for this OIP.
Leaders must understand the interrelationships of emergent properties of the
organization: “people, processes and structures–as interrelated pieces of a larger system”
(DCS, 2007, p. 23). Leaders are held to account for ensuring that organizational structures
support the Navy’s values and mission, and that system processes remain aligned and
integrated, “thus providing a reliable foundation and framework for change efforts” (DCS,
2007, p. 94). With the problem of early attrition in mind, system effectiveness can only be
achieved through the holistic analysis of the problem, to determine how cultural practices
and assumptions guide system interfaces and establish how the Navy might action solutions
that better support OJT, while aligning with operational shipboard structures. This requires
systems thinking: the ability for organizations to examine problems in the context of their
interconnecting parts (Senge, 2006). Rather than breaking a problem into constituent parts,
systems thinking seeks to integrate the organization to examine problems holistically
(Senge, 2006). A systems approach relies, “upon individuals, teams and groups who have
the capacity to learn and develop, share and apply knowledge” (DCS, 2007, p. 33). Viewed
through the lens of critical pragmatism, where learning occurs through the consequences of
past actions, (Forester, 2013), it is surprising that, to date, there is a failure to recognize the
problem of early attrition as an interconnected component of the Navy’s larger system.
Perceived Gaps
Organizational change is initiated by leaders who identify a gap between the current
and desired states of their organization (Armenakis & Harris, 2009). Yet, to energize and
enact change, stakeholders must also recognize a discrepancy exists (Hirsch, 2018). As a
leadership problem, a significant gap exists between current OJT practices as a means to
retain trainees beyond their first-term contract, and the need for sufficient, qualified
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personnel to maintain the Navy’s operational capability that defines its mission (Defence,
2017a). Yet, systems change assumes stakeholders have a clear appreciation of the current
situation which lend to a desire for change (Schalock & Verdugo, 2012), though this is
clearly not the case. While personnel shortages are evident to most, in that many are facing
more time away at sea than would be typical with a full crew complement, the specific
cause of the problem of early attrition, and its escalating role is relatively unknown
(Government, 2016). First, the Navy’s approach to addressing the personnel shortages to
date suggests the reasons the Navy is under-strength is the failure to recruit sufficient
personnel (MP, 2017; Sokri, 2013). There is a common assumption that the means to
address attrition of any kind is through increased recruitment (Government, 2016; MP,
2017), and that staffing is the sole responsibility of recruiting (El-Beltagy, 2018; MP,
2017). Second, inconsistent efforts towards improving retention were aimed at those
nearing retirement (Sokri, 2013), and not those in early career. Finally, the long-term,
compounding effects of early attrition are not well understood, including the number that
must be recruited to replace the departed member, and the delays in member output to the
system (El-Beltagy, 2018; Fang & Bender, 2011). These misperceptions have perpetuated
the displacement of responsibility to only one branch of the system.
Reports consistently indicate personnel losses, yet systematic inertia continues with
no change to the current agenda (Defence, 2018; Government, 2016; OAG, 2017). A lone
focus on recruiting as the solution to this problem falls short of a holistic approach and fails
to take into account other parts of the system that might be leveraged (Senge, 2006).
Envisioned Future State
In the envisioned future state, the Navy is able to reduce instances of early attrition
to retain sufficient personnel to remain operationally capable. This is achieved by a more
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systematic approach which augments current recruiting measures with support from the
NTS to assist ship’s staffs in crafting quality OJT experiences that better socialize trainees
to the organization (Saks & Gruman, 2018). Applying an OJT construct catered to adult
learners, trainees are more likely to see themselves as a member of the community within
which their membership is valued (Tinto, 2017). Investiture processes furthered by
collegial relationships with experienced staff, build upon trainees’ existing skills and
knowledge that may collectively support their integration within the organization, lending
to commitment (Filstad, 2011) and retention. Aligned with organizational values, this
change to the OJT scheme would put into practice the tenets of the Navy’s ethos (DCS,
2005). Further, this demonstrates Navy leadership’s efforts to resolve the personnel
shortage problem, thus reaffirming its institutional integrity.
While this is certainly one vision of the future, it is important to solicit and
understand the perspectives of stakeholders who may interpret the problem differently
(Gilley, Gilley, & McMillan, 2009). Alignment between stakeholders’ values and those
leading change have the potential to generate positive organizational attitudes and
increased engagement in change processes (Groves, 2020). Thus, building a shared vision
is important for cultivating commitment to a collective future (Kouzes & Posner, 2017).
Creating a Vision for Change
The importance of leadership to the change process is apparent in the need to
evolve the system, for which the creation of a vision is essential (Kouzes & Posner, 2017).
To that end, leaders must communicate a vision and a strategy, as well as facilitate change
for their organization (Yukl & Gardner, 2019). Transformational leaders inspire
commitment towards change by providing followers an attractive vision of the future,
instead of generating discontent with the status quo (Nemanich & Keller, 2007). An
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effective change vision that is culturally aligned with important organizational values must
be communicated (Blankenship & Wegener, 2008; Groves, 2020). Naval leadership
doctrine obliges leaders to convey a vision, “that shapes organizational culture by creating,
adjusting, or confirming organizational purpose, identity and values” (DCS, 2007, p. 100).
It would be natural to assume that shipboard personnel would support change based on the
potential to retain personnel. However, there will be many who view this plan as one that
will result in more work for understaffed ships already burdened with mission demands.
To better address the concerns of organizational members and overcome potential
obstacles to change, leaders must articulate a vision that fosters support for organizational
goals while providing individualized support (Groves, 2020). The initial vision for change
seeks to anchor the organization, speaking to the Navy’s central purpose to ensure efforts
to that end remain a priority (Hannay, Ben Jaafar, & Earl, 2013). In so doing, leaders
transform the attitudes, beliefs and values of its members, lending to their willingness to
support change goals (Effelsberg et al., 2014). Thus, a transformational approach to change
focusses the efforts and purpose of those leading the vision at local levels (Jensen,
Moynihan, & Salomensen, 2018). The initial change vision statement to propel the change
forward aims to reach hearts and minds: Now more than ever, our people and their families
are sacrificing to support the Navy. With new ships on the horizon, we need people to
support operations. This begins with retaining our trainees. We must inspire them to see
the Navy through the future. Through our efforts, we will strengthen the force.
Priorities for Change
The priority for change is critical to convey in the initial change messaging
(Armenakis & Harris, 2009) and must express the inability of existing recruitment and
retention efforts to stem the tide of attrition (Sorenson, 2017) through the presentation of
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relevant data. Having provided a clear picture of what is not working, it is then critical to
provide stakeholders with hope for the future, by presenting the possibilities that exist
(Schein, 2017) to address early attrition through other means, including training. In seeking
to balance the interests of stakeholders and the organization (Burnes, 2009), it must be
made clear that the outcomes of this change initiative will not only enable current and
future operational mandates, but will have a direct and immediate effect on ship’s staffs
and trainees as the stakeholder groups most affected by changes to the existing OJT
scheme. Messaging to ship’s staffs should call upon their own commitment towards
building the Navy’s future, while also indicating that by working with trainees, they are
actually training their own replacements, thus increasing the pool of trained personnel, and
reducing the number of days sailors must be away from home, in short, answering the
question: what’s in it for me? (MP, 2017). Further priorities for learning and support are
anticipated based on the selected solution to this problem.
Change Drivers
Organizational change requires the support of its membership for successful
implementation; thus, it is critical to include them in the process of determining what the
change entails (Gilley et al., 2009). Collaboration in defining what the envisioned future
state looks like and how the organization plans to get there requires stakeholder expertise.
Fullan and Quinn (2016) contend that presenting good ideas, even backed by data, are not
enough: “effective change processes shape and reshape quality ideas as they develop
capacity and ownership with those involved” (p. 32). With this in mind, planned changes
will require stakeholder participation to ensure representation of differing perspectives and
generate intrinsic value and motivation towards change (Dudar, Scott, & Scott, 2017).
While large scale presentations are typically how Naval leadership present the way
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ahead, the need to gain a more fulsome appreciation of the situation, and advantage
stakeholder input at the grass roots is best achieved through communication in smaller
focus groups with each interest group (Gilley et al., 2009). Focus groups including
shipboard staffs responsible for training, NTH staffs responsible for training design and
policy, and OJT trainees themselves ensure their involvement and provide a more relaxed
environment: of particular concern as the formalities of the organization often impose
silence on more junior personnel (DCS, 2007). Generating coherence through a collective
understanding about the need for change and how to go about it must be developed through
interaction with each of these member groups in order to establish ideas regarding what
works, develop a common agenda, and create meaning that will see the change though
(Fullan & Quinn, 2016); ideally achieved through a distributed leadership approach
(Harris, 2014). Ensuring stakeholder groups feel heard is important for productive
dialogue, and this, along with purposeful discussion as to what the change might entail,
may influence those who have doubts (Dudar et al., 2017).
Organizational Change Readiness
Readiness of the organization is considered one of the most important factors
involved in conjuring support for organizational change initiatives (Weiner, 2020). Perhaps
typical of most militaries, the Navy has a history of failing to act until facing a threat to
their survival (DCS, 2007), limiting the potential for systematic learning (Forester, 2013).
Anxiety around the concept of change further inhibits action to that end (Schein, 2017).
Failing to implement prior recommendations (Government, 2016) has resulted in
organizational inertia (Godkin, 2010), with the resulting complacency attributed to a focus
on efficiency over effectiveness (DCS, 2007), which manifests in apathy or indifference
towards change. Weiner (2009) suggests, “organizational change readiness is a multi-level,
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multi-faceted construct” (p. 68), requiring both commitment and efficacy amongst
implementers. Armenakis and Harris (2009) affirm that fully embracing change requires
that change recipients believe a discrepancy exists between what is, and what should be,
without which, changes may be interpreted as arbitrary and unnecessary. Congruence
between the proposed change and member values is also required (Groves, 2020).
Cawsey, Deszca, and Ingols’ (2016) Readiness for Change questionnaire is a litmus
to establish the organizational change readiness, where a higher score suggests a greater
level of readiness, and thus, greater potential the change will succeed. While Naval leaders
have made clear the need to address the problem of early attrition, a wider appreciation of
the Navy’s readiness is more difficult to achieve, in large part due to the lack of awareness
surrounding its root cause. Utilizing Cawsey et al.’s (2016) questionnaire, the Navy’s
readiness for change is assessed at 28/35 points, which is considered an acceptable level of
readiness to proceed with change. While largely well-rounded in scoring across the main
components within the questionnaire (Cawsey et al., 2016), unsurprisingly, lower scores
were incurred in the area of previous change experiences, indicating the need to ensure the
change does not replicate known problems of past change initiatives, which were often
plagued with poor communication and reflected badly on the Navy’s institutional integrity
(DCS, 2007; Defence, 2016). This affirms the need for effective communication to make
personnel aware of the change, its purpose, and once implemented, its progress (Cawsey et
al., 2016). To ready the Navy for change, it must be widely communicated that all
stakeholders have a part to play in its design and implementation (Senge, 2006), and that
they have an opportunity to shape their future and that of the organization (Gilley et al.,
2009). With this in mind, consequences to the system must also be considered, requiring a
close examination of the forces that shape change readiness.
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External Forces
Change leaders must be attentive to the external landscape and its link to the need
for change (Cawsey et al., 2016). As a projection of force on the world stage (Defence,
2017a), it is imperative that the Navy keep pace with the rapid rate of change within the
global maritime order (Senate Committee, 2017). Nations around the world are increasing
investments in their naval forces, recognizing the need to protect high value shipping and
defend the freedom of safe passage (Defence, 2016, 2017a, 2017c). In some cases, nations
have adopted aggressive policies within their regional waters that may pose a threat to
national security, requiring a well-trained, agile Naval force to defend its sovereignty
(Senate Committee, 2017). NATO membership and other international obligations have
produced a long-term demand to equip the Navy with ships to support missions at home
and abroad (Defence, 2017a). To that end, the modern Navy is facing an unprecedented
period of growth and with it, the need for qualified personnel (Defence, 2016).
Internal Forces
Threats to organizational survival are internally generated and tend to develop
slowly over time (Senge, 2006). After years of decline and fiscal restraint, the Navy’s
shipbuilding strategy is the largest fleet recapitalization in modern history and will
see the receipt of three new classes of ship over the next decade (Defence, 2016). With this
massive expansion in the fleet, comes the need for personnel to crew them. Despite an
increase to the establishment and a push on recruitment, the demand has had little effect on
the output of trained personnel (Defence, 2018; Government, 2016). The number of
personnel available to deploy continues to dwindle (MP, 2009, 2017). Results of a recent
wellness study determined the top dissatisfier amongst Naval personnel to be the frequency
and unpredictability of sailing (Defence, 2018). With consistently high rates of early
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attrition and the Navy’s large, long-service cohort reaching retirement age (Popov, 2011),
achieving sufficient numbers is of critical importance. Yet, efforts to that end are thwarted
by a booming economy, opening industry doors to civilians and enticing members to
release from the Navy and accept jobs in the private sector (El-Beltagy, 2018).
Culture as an Obstacle to Change
Culture comprises a range of very complex phenomena, formed through shared
beliefs perpetrated by personnel that define and preserve organizational legitimacy (DCS,
2007; Schein, 2017). A culture’s potential to act varies according to its values (Schein,
2017), constructed and reconstructed through everyday interactions (Bate, 2014).
Collective assumptions developed over time serve to stabilize and provide meaning as to
what is considered ‘normal’ or ‘common practice’ (Schein, 2017). In so doing, culture is
conceptualized as an integral organizational process, rather than simply an outcome
(Milhauser, 2014, October 4). While organizational members may be aware of the need for
change, culture can impede their ability to act (Schein, 2017). To allow for new ways of
thinking, leaders must establish the conditions for change, ensuring, “shared values, vision,
doctrine, and strategy are relevant to change, clarified, communicated and embraced”
(DCS, 2007, p. 83).
As organizational culture is learned, changing it is a complex task embedded in
learning (Fullan & Quinn, 2016). Past tendencies to enforce change through the Navy’s
hierarchy lacked sustained outcomes, and while it would be possible to simply order ships
to carry out change, Harris (2011) affirms: “cultures do not change by mandate: they
change by the specific displacement of existing norms, structures and processes” (p. 627).
The Navy’s current OJT practices have evolved to their current state over time, assimilated
into the organization’s fabric (Schein, 2017). To address the problem of early attrition
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requires the evolution of shipboard training culture, achieved by reshaping the underlying
assumptions about OJT (Schein, 2017). Given the strong connections between change,
culture, and communication, successful transformation relies on the Navy’s ability to
demonstrate openness and transparency, so that its members understand the need for
change and are willing to put forth towards their learning to that end (Dulek, 2015).
Conclusion
This chapter provided the foundation for the problem of early attrition during OJT.
Through an analysis of the problem and its context, the many facets of this problem were
identified. A greater focus on training as a means to address this problem utilizing whole of
system approach was presented to ensure the future of the Navy. The next step involves the
planning and developing a solution, which is presented in Chapter 2.
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Chapter 2: Planning and Development
Having introduced the organizational structure and cultural context in which the
problem resides in the previous chapter, this chapter will explore the issue of what and how
to change in order to reduce instances of early attrition during OJT. This chapter has six
main sections: leadership approaches to change, Cawsey et al.’s (2016) Change Path Model
(CPM) as a means by which to organize the change process, an organizational analysis
utilizing Nadler and Tushman’s (1997) Congruence Model, possible solutions to address
the problem, a Plan, Do, Study, Act (PDSA) Cycle model as a monitoring measure, and a
discussion of leadership ethics.
Leadership Approaches to Change
To address the problem of early attrition requires changes to existing norms,
practices, and assumptions that form shipboard culture: a transformation operationalized
through leadership. Naval leadership is a dynamic, socially interactive process amongst
groups (Bolden, 2011), formalized through the hierarchy, and enacted through
communication and learning (Bate, 2014). Sustainable change requires the cultivation of
expertise across the organization, enabled through individual learning (Bui & Baruch,
2010). Fostering a shipboard environment conducive to learning, sharing, and the
application of knowledge (DCS, 2007), is therefore central to addressing the problem. The
need to improve OJT experiences for trainees begins with a psychological shift that revises
beliefs and traditions enabling the existing scheme (Allen & Shannock, 2013), which do
not reflect the team values fundamental to the Navy’s ethos (DCS, 2005), so vital for
trainee integration (Tinto, 2017) and organizational commitment. As leaders are central to
the process of organizational change, it is critical to select a leadership approach that
supports these activities (Bommer et al., 2005). Transformational leadership was furthered
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by Bass (1985) who established its psychological underpinnings which explain follower
motivation and performance. Transformational leadership as conceived by Bass (1990,
1998) is the value-centred approach espoused by the Navy (DCS, 2005, 2007), ideal for
leading through this change. Further, the powerful relationships within the Navy’s
leadership structure support the distribution of leadership across the organization, key to
realizing organizational improvement and facilitating change (Harris, 2014). Thus, it is
necessary to operationalize transformational and distributed approaches to leverage the
learning opportunities this problem presents.
Operationalizing Leadership
The likelihood of change is a function of how leaders and followers process and
organize information about the world, thus transformation is possible only when the value
system of the leader exists within, or is adopted by, their subordinates (Groves, 2020). By
motivating individuals to identify with a new vision, transcending their own interests for
those of the organization (Jensen et al., 2018), transformational leaders set clear goals with
high performance expectations that reflect their confidence in the abilities of their
personnel to achieve them (Nemanich & Keller, 2007). Challenging goals provide
opportunities to gain mastery that boost self-efficacy, while developing collective capacity
to bring about organizational change (Bommer et al., 2005). A transformational approach
forms a strategy for empowerment, building upon individuals’ feelings of self-efficacy,
which serves to improve performance (Walumbwa, Avolio, & Zhu, 2008). Empowerment
and self-efficacy amongst ship’s staffs will be crucial to generating the capacity to support
this change (Lamm & Gordon, 2010), while a transformational approach has the potential
to inspire a collective effort (Effelsberg et al., 2014), through which the goal of retention is
realized.
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However, without credibility, it is unlikely stakeholders will believe in the change
vision (Armenakis & Harris, 2009), nor support efforts to that end. Leadership studies have
established that a top-down, directive, leader-centric approach yielded unsuccessful change
across a wide number of contexts (Higgs & Rowland, 2005); a circumstance echoed in the
Navy’s past change efforts (Government, 2016). While transformational leadership
behaviours largely focus on developing trusting relationships to garner commitment and
overcome resistance (Bass & Riggio, 2010), change is not an activity that can be led by the
coercion or charisma of a single leader (Burnes, 2009). Further, the context and the need to
empower individuals in situ, renders it a challenge to implement change through the
influence of one leader, necessitating a distributed approach (Diamond & Spillane, 2016).
Recognizing the power of relationships that exist across organizations, distributed
leadership relies on the expertise and efforts of many to realize change (Bolden, 2011).
With origins in distributed cognition (Hutchins, 1995) and activity theory (Vygotsky,
1978), distributed leadership, is concerned with, “the interactions and the dynamics of
leadership practice and not centralized power by formal leaders” (Azorín et al., 2020, p.
118). A foil to the image of the heroic leader (Klar, Huggins, Hammonds, & Buskey,
2016), distributing leadership involves shared processes that build capacity across members
within the organization (Harris, 2011). Without impacting existing leadership structures,
distributed leadership assumes powerful relationships exist both vertically and laterally that
enable leadership processes to work fluidly between these planes (Harris, 2014). Naval
leadership philosophy is based in part on the principles of distributed leadership, which
emphasize the worth of the leadership team and, “the collective contribution that different
leaders performing complementary functions can make to performance and effectiveness”
(DCS, 2005, p. 11).
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Considered a highly relational approach, distributing leadership requires
collaboration, communication, mutual trust and respect (Supovitz, D’Aurai, & Spillane,
2019); of particular importance to the problem of early attrition, where the established
relationships local leaders hold within their teams will be elemental to the learning required
for change. Yet, organizational improvement is not an inevitable result of distributing
leadership (Harris & DeFlaminis, 2016), with practical limitations to its use, including the
potential for conflicting priorities (Hairon & Goh, 2015), and issues of boundary
management (Storey, 2004). With this in mind, the conditions under which leadership is
distributed are critical to effectively address this problem. Thus, leadership distribution
must be well coordinated to ensure sufficient expertise, by appointing those who already
possess or are capable of developing the knowledge and skills required to lead all aspects
of the change (Locke & Latham, 2002), and in particular, can reshape the underlying
assumptions about OJT required for change to succeed (Schein, 2017). Leaders with the
ability to set performance goals and support their achievement through a distributed
approach enable change at local levels, with greater potential for sustained outcomes
(Harris, 2011). In this way, applying transformational and distributed approaches ensures
vision implementation by empowering those most capable of addressing the problem.
Framework for Leading the Change Process
The scope of this OIP calls for an incremental change, occurring within the context of
existing organizational strategies involving training, recruitment and retention (Cawsey et
al., 2016). Positioning the change in response to internal and external forces (Schalock &
Verdugo, 2012) requires the adaptation of the OJT scheme in order to support system-wide
retention efforts. Thus, implementation will prove the most challenging aspect of this
change, given the need to reshape long-held assumptions about OJT (Schein, 2017) and
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provide a consistent response across the organization. Selected as the guiding model for
change, Cawsey et al.’s (2016) CPM builds on the work of other change experts, such as
Lewin (1951), Beckhard and Harris (1987), Kotter (1996), Duck (2001), and Gentile
(2010), to produce a model that is process driven. Though all of these models outline the
process of change, Cawsey et al.’s (2016) CPM is both prescriptive and descriptive,
facilitating the mapping of activities within the larger system, while also considering
organizational factors. Aligned philosophically and pragmatically with both
transformational and distributed leadership, the CPM includes four stages: awakening,
mobilization, acceleration, and institutionalization, that describe the ‘how’ and ‘what’ of
the change process (Cawsey et al., 2016). Based on how the change processes within this
OIP are phased, the first two stages of this change model are presented below (Figure 4),
while the final two stages are included in Chapter 3
Figure 4. Adapted from Cawsey et al.’s (2016) Change Path Model
Cawsey et al.’s (2016) CPM is well suited to this OIP as the need to improve
retention within the wide stakeholder consortium, complex context, and mission set of the
Navy, demands a functional, yet flexible approach to guide the change process. The power
distribution across the Navy, as well as the subordinate focus on training within the ship’s
operational mantra, require careful planning that balances process and prescription, for
which this model is considered ideal.
Awakening
The awakening stage forms the starting point of the change process within this
model (Cawsey et al., 2016). It identifies the gap between the current reality and the
envisioned future, and asks the question, why change? (Cawsey et al., 2016). By raising
awareness of the impacts of early attrition, the organization, its leaders and stakeholders
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will be confronted with compelling reasons for change. This stage focuses on readying the
organization for change by energizing people as well as validating the authentic need for
change (Cawsey et al., 2016). With this in mind, processes within the awakening stage aim
to highlight retention data, raise awareness of the need for change, and seek input to a
shared vision of the future (Gilley et al., 2009).
Highlight retention data. Dissent is a natural reaction to proposed change,
requiring that leaders present a convincing case for its need (Bridges & Bridges, 2017). The
requirement for change is established by defining how current organizational performance
diverges from the desired future (Campbell, 2012). To motivate organizational members to
change, they must believe something is wrong and that it requires changing (Armenakis &
Harris, 2009). The intent is to provide stakeholders with data-rich information outlining the
problem of early attrition, the internal and external environs that have exacerbated the
problem, and an image of the Navy’s future personnel strength should the problem
continue unchecked. Personnel shortages are a problem that most sailors have had to
personally contend with (Lye, 2009), and so it is likely to be an emotive topic. The honest
and candid presentation of data is likely to appeal to stakeholders, who may find there are
compelling reasons for change (Bridges & Bridges, 2017).
Raise awareness of the need for change. Within the organization, stakeholders
including ship’s staffs, NTH staff, and trainees, must be informed of the situation the Navy
faces regarding the growing rate of early attrition. As Naval personnel are trained to
respond in times of crises, the tendency is to create one in advance of a proposed change,
often with mixed results (Government, 2016). This change, while important to the Navy’s
future operational capability, is not yet a full-fledged crisis: particularly for a group of
people that have experienced crises first-hand. However, for those who are unaware of the
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problem of early attrition, Navy-wide communication will be a crucial strategy in
establishing the need for change and awakening the minds of personnel while also serving
to reduce anxiety and uncertainty (DuFrene & Lehman, 2014). Additional, small scale
communication efforts to connect change coalition members with stakeholders are also
planned (Gilley et al., 2009). Leadership actions and communication strategies will be
targeted to provide responses to questions stakeholders are likely to ask, including: what’s
in it for me? (Cawsey et al., 2016). The answer to this question is vital for stakeholders,
and will be fully addressed within the change process communications plan in Chapter 3.
Seek input to a shared vision of the future. A change vision identifies the purpose
of the change, clarifying the path ahead (Haque, TitiAmayah, & Liu, 2016), and offering
the potential to build upon the existing ideas, particularly where the vision is shared
(Cawsey et al., 2016). During focussed discussions with each stakeholder group (ship’s
staffs, NTH staff, and trainees), soliciting questions and input may generate commitment
(Appelbaum, Cameron, Ensink, Hazarika, Attir, Ezzedine, & Shekhar, 2017) and is a
productive means to raise awareness. By understanding the values and apprehensions of
stakeholders, it is possible to gain an appreciation of alternate realities and establish a
common foundation from which to build change (Gentile, 2010). A transformational
leadership approach that empowers stakeholders to move beyond their individual needs
towards collective values ensures the change is well-grounded and reflects a shared vision
(Groves, 2020). As personnel hold the power to support or sabotage the change process,
empowering them to contribute to problem-solving stands to improve the system (Gilley et
al., 2009), and is a vehicle by which to forge positive relationships. Further, empowerment
aids in building the vision while overcoming barriers (Gardner, Cogliser, Davis, &
Dickens, 2011), recognizing that only through stakeholder efforts, will change occur.
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Mobilization
In this this second stage, the Navy must establish what needs to change, requiring a
comprehensive understanding of the organization, for which an organizational analysis
using Nadler and Tushman’s (1997) Congruence Model is provided. During mobilization,
it will be necessary to assess organizational dynamics, build a change coalition to facilitate
leadership capacity (Dudar et al., 2017), and leverage communication pathways.
Assess dynamics. Personnel tend to assess change as a threat and react in ways not
anticipated that can negatively affect morale (DuFrene & Lehman, 2014; DCS, 2007).
Stakeholders may view change as an attack on their beliefs and values (Schein, 2017), or
express resentment towards a perceived increase to their workload (DCS, 2007), so it is
important to ensure stakeholder reactions are well understood (Gilley et al., 2009). Here,
gaining support may rely on opening individuals to the potential gains of change (Cawsey
et al., 2016). Balancing interests by empowering stakeholders to participate in the change
process could serve to overcome institutionalized assumptions (Schein, 2017), creating the
space for alternate realities (Padamsee, 2009). During this stage, focus group discussions
with stakeholders on what the change should look like will support inquisitive, two-way
dialogue and permit an assessment of dynamics, while allowing time to reflect upon
cultural norms, unwritten rules and politics, to aid in framing the solution (Mento, Jones, &
Dirndorfer, 2002). Augmenting change messages to date, details regarding these small
group sessions is addressed in Chapter 3.
Build a change coalition. Through the Navy’s strict hierarchy, authority is often
leveraged to order change into existence, with the expectation it will be obeyed as a lawful
command (DCS, 2007). While it is possible to compel transformation from the top within a
military context (DCS, 2007), this approach is unlikely to achieve sustainable change
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(Dudar et al., 2017). However, existing structures can be used to engage in coalition
building to support acceptance and implementation (Schein, 2017). A change coalition of
keen, competent individuals drawn from the NTH alleviates pressure on leaders, while
promoting change success (Dudar et al., 2017). Quality relationships within the coalition
can be leveraged to create a positive climate for change (Kouzes & Posner, 2017), that
empowers followers and develops their ability to adapt through communication and
learning (Nemanich & Keller, 2007). Integral to a transformational approach is the leader’s
ability to build high performing teams (Tims, Bakker, & Xanthopoulou, 2011), that
increase commitment and generate support for the change (Gilley et al., 2009). The change
coalition can provide positive messaging that renders the change difficult to ignore
(Armenakis & Harris, 2009). Distributing responsibility keeps the change present in the
minds of others (Harris, 2011), while capitalizing on the interdependency, cohesion and
trust leaders share with their teams (Supovitz et al., 2019).
Leverage communication pathways and methods. Communications are crucial
to the change process (Dudar et al., 2017). Low morale is a common outcome of change as
personnel grapple with, and adapt to, evolving circumstances and expectations, further
exacerbated by a dearth of information about what is to come (DuFrene & Lehman, 2014).
A communications strategy should accompany planned change, particularly during the
initial stages where ambiguity is more pronounced (Dulek, 2015). Communications should
consist of frequent, multimedia messaging to justify and rationalize the change, and reduce
uncertainty (DuFrene & Lehman, 2014). As personnel begin to feel uneasy about the
prospect of change, it is important to reemphasize the Navy’s core values and the need for
this change in order to better align with these values (DCS, 2007), and the actions of the
change leader and coalition members must reflect this important link (Jarnagin & Slocum,
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2007). Messaging must convey leadership commitment to the time, effort, and resources
required to see the plan through, and as message credibility directly relates to the status of
the source (Armenakis & Harris, 2009), change coalition members can assist in message
delivery. Face-to-face communication with stakeholder groups provides leaders with an
opportunity to capitalize on the different perspectives and interpretations that are likely to
result (Appelbaum et al., 2017), while timely, sincere personal messaging assuages fears
and builds optimism (DuFrene & Lehman, 2014). Frequent discussion supported by
electronic media ensure clarity of message and intent.
With the initial aspects of the plan outlined through Cawsey et al.’s (2016) CPM,
including the sub-components of awakening and mobilization, attention is now turned to
the analysis of the organization to precisely articulate the gap.
Critical Organizational Analysis
Change leaders must see the organization as a system of dynamic processes to
determine specifically what needs to be changed, as there is a tendency to see cause and
effect proximally (Senge, 2006). In examining organizations and problems therewith, the
issues and their content are often viewed in isolation of the processes that surround them
(Fullan & Quinn, 2016), evident in the efforts to address this problem to date, which only
focussed on recruitment (Defence, 2018). To accomplish this, elements of Bolman and
Deal’s (2013) four frames analysis and the findings from the organizational readiness
assessment from Chapter 1 will be examined further using Nadler and Tushman’s (1997)
Congruence Model. Nadler and Tushman first designed this model in 1977 as a means by
which to analyze organizational effectiveness (Theeb, 2020). Reminiscent the operational
planning process, this model was selected for its potential to appeal to a Naval audience as
a systems-based, organizational assessment tool. Here, external inputs, the strategy used to
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apply these inputs in response to environmental opportunities and threats, and the
transformation process form the mechanism that translates strategy into outputs (Nadler &
Tushman, 1999). As congruence amongst these elements signifies optimal organizational
effectiveness, this process identifies where activities must align with strategic goals to
address key gaps (Nader & Tushman, 1997) (Figure 5).

Figure 5. Adapted from Nadler and Tushman’s (1997) Congruence Model
It is clear that a significant gap exists between current OJT practices, and the need to
generate sufficient personnel to maintain the Navy’s operational capability (MP, 2017).
With the complexity of the organization in mind, this model considers the many ways in
which to organize aspects of the system to ensure their effective functioning (Theeb, 2020).
Inputs
Inputs comprise resources available to the organization which are based on the
external factors influencing it, including its history, environment, resources and strategy
(Theeb, 2020), which are further discussed below.
History. Tushman and O’Reilly (2002) note the growing evidence indicating that
the functionality of an organization is significantly influenced by past events. The Navy’s
history is best understood through the four frames analysis (Bolman & Deal, 2013) in
Chapter 1. A factor not fully described was the Navy’s unfortunate history of touting the
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idiom people first, mission always (Defence, 2016) that suggests leadership care and
concern for its personnel. However, in the midst of personnel shortages, when a ship needs
to sail in support of a mission, personnel are selected to sail based on the operational
requirement, and so this is colloquially (and derisively) reversed to mission first, people
always. The deep-seated understanding of how the Navy claims to operate, contrasted with
realities in practice, are cause for cynicism that would likely extend to a change initiative
that portends to address this problem. As change strategies specify the need to overcome
cynicism and resistance (Bommer et al., 2005), this is an important consideration.
Environment. Organizations exist as a subset within the larger environment; thus,
the environment has a powerful impact on performance (Nadler & Tushman, 1999). As
security trends evolve, shaping the balance of power and the nature of conflict, worldwide
strategic interests have grown, and with it, the Navy’s mission requirements (Defence,
2016). The Navy operates according to the demands and imposed constraints established
by the government (Defence, 2017a). Within this mandate, the Navy has the space to
explore and leverage opportunities for betterment of their personnel, though this is often
not fully advantaged by leaders (Defence, 2017b), who instead leave little to chance.
Taking risks during operations but limiting opportunities for training further perpetuates
the misalignment of words, values and actions.
Resources. As a government agency, the Navy’s personnel and funding resources
are indelibly linked. Government controlled funding has had little predictability over the
last decade, hampering planning efforts and limiting opportunities for development
(Defence, 2017c). Yet, Defence (2017c) outlines a new funding strategy that aims to
reverse this trend, to ensure the Navy is provided with a stable funding source that supports
long-term investment and necessary growth; however, these impacts have yet to be fully

ADDRESSING EARLY ATTRITION

46

realized. More than half of the Navy’s budget is dedicated to personnel, with sizeable funds
diverted to recruiting (Defence, 2017c). Missing from strategic budgets are additional
resources that might support training and generate capacity within the fleet.
Strategy
Decisions about resource allocation in meeting environmental requirements form
the organizational strategy (Tushman & O’Reilly, 2002). As previously established, the
core mission of the Navy is the application of sea power to defend national interests, with
resources geared to that end (Defence, 2017a). While appropriate, there is a failure to fully
recognize the supporting elements employed to achieve its core mission, including training.
Further, the outcomes of the Navy’s strategic planning and programming are reported
through a results framework (Defence, 2017c) that places training and operations as
separate and distinct lines of effort. Rather than situating training as a capability integral to
operational success (Padamsee, 2009), it is relegated to a lesser function, reflected in its
exclusion from corporate policy to date (NPTGC, 2016).
Navy Transformation
As a part of the transformation process, four organizational components aid in
determining how an organization functions within its environment, including its tasks,
people, and the informal and formal organizations (Tushman & O’Reilly, 2002). These
components are analyzed individually in relation to this OIP to further establish the
functions that might support the envisioned future state (Tushman & O’Reilly, 2002).
Tasks. The unique nature of the organization requires that members serve the Navy
and its mission ahead of themselves (DCS, 2003; El-Beltagy, 2018). Operational
deployments where risk and uncertainty are ever-present portrays Naval service as a unique
career for which there is no civilian equivalent (Popov, 2011). It is the collective challenges
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of the job, its context and the environment that make work in the Navy inherently
demanding and stressful (DCS, 2005), exacerbated by the reduction in ship’s staffs due to
system-wide personnel shortages. Yet these shortages have not resulted in a corresponding
reduction of the work required of them. As shipboard work requires specialized skills–
which trainees do not yet possess–tasks are typically divided between those who are
qualified, where there may not be an opportunity to concurrently train OJT personnel. In
light of the Navy’s strategy, the foci on mission primacy relegates training activities to a
lower priority (DCS, 2009).
People. The Navy relies on human capital to accomplish its mission effectively
(Holtom, Smith, Lindsay, & Burton, 2014); thus, understanding transformation requires
intimate knowledge of organizational members. Ship’s staffs experience the most direct
contact with trainees undergoing OJT and must coordinate training opportunities that
support apprenticeship requirements, often relying on their own training experiences as
models for their approach. Unfortunately, training traditions are doomed to failure given
the current personnel shortages (MP, 2017), and staffs experience great frustration with
their limited success. As very senior members of the Navy, many of whom have not
recently sailed, NTH staffs are equally frustrated; unable to relate to the plight of the ship’s
staffs while levying blame for their failure to produce qualified members (MP, 2017).
Finally, trainees commencing their OJT often struggle with the unique requirements of
both learning on the job and adjusting to shipboard life (Gekara, 2009). Outcomes such as
job performance and workplace commitment are influenced by individual characteristics
and experiences (Saks & Gruman, 2018). Unfortunately, trainees continue to face an OJT
scheme of divestiture (Filstad, 2011), producing a cognitive dissonance that is remedied
through their voluntary departure from the Navy (Tomprou, Rousseau, & Hansen, 2015).
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Informal organization. The Navy’s deep history has shaped its informal
organization and culture over time (Schein, 2017), both of which must be accounted for in
planning for change. The reluctance of organizational members to adjust their approach,
despite evidence of changing external conditions (Schein, 2017), defines the existing OJT
scheme, where, even in the face of significant change to the diversity and experience of the
trainee population, traditions of indoctrination (over enculturation) persist (MP, 2017).
Ship’s staffs likely feel this approach to OJT works, having thrived under this training
construct themselves (Gordon, 2018). Further, to change the scheme of OJT might be
considered an extraordinary measure to retain someone who, perhaps, would be best
‘weeded out’ of the system (Gutek, 2014). These unquestioned assumptions create an
inaccurate picture of the problem and the proposed means to address it.
Formal organization. The Navy’s structure is both traditional and hierarchical and
the gap to be addressed within the formal organizational structure relates to the primacy of
operations that relegates training to a lesser function (Bacchi & Goodwin, 2016; DCS,
2009). A factor not described previously is the potential to improve support within the
Navy’s formal organization. Navy retention surveys (Bremmer & Budgell, 2017; Defence,
2011; Goldenberg, 2017; Marum, 2007; MP, 2008, 2009, 2010; Norton, 2004; Urban,
2010) affirm a consistent, perceived lack of organizational and leadership support amongst
junior personnel. While this suggests some work for Naval leadership, it must be taken into
account for this change, particularly as its success will require the commitment and effort
of stakeholders, and not simply the decree of its leaders (Keidel, 2005).
Outputs
This portion of the Congruence Model considers the system, organization and
individual level outputs (Theeb, 2020). Framed in this manner, the outputs to be considered
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include the degree to which the Navy is able to meet its mission-related goals at the system
level, and the growth and development of its personnel strength through retention efforts at
the individual level (El-Beltagy, 2018). Inextricably linked, these outputs are supported by
personnel, who represent a key strategic advantage to the organization by enabling mission
success (Defence, 2017a). While the Navy currently meets its mission-related goals, this
occurs at great expense to its personnel; an unsustainable situation over the planned, longterm growth of the fleet (Defence, 2016; MP, 2017). As operations form the Navy’s core
function, success is measured by the delivery of tangible results to that end, causing the
inadvertent neglect to grow its personnel strength by those outside the recruiting subsystem
(DCS, 2007; MP, 2017). At the individual level, committed members form the core of the
Navy’s force (Defence, 2016), fostered through positive work conditions, committed peer
groups, job satisfaction, and perceived culture fit (Meyer et al., 2013). For those
undergoing OJT, effective socialization practices have the potential to generate these
outcomes (Saks & Gruman 2018), lending to retention.
Lacking Coherence
The incongruence between the words, values and actions of the system identified
through this model reveals that the organization is falling far short of serving a significant
majority of its trainees in a meaningful way, and if left unchecked, will negatively impact
the Navy’s future operational capability (MP, 2017). One of the key tenets of Naval
leadership is to generate trust and commitment through a shared understanding of goals and
values (DCS, 2007). Yet, commitment is not possible within an organization whose words,
values and actions do not align (Pohl et al., 2016). The Navy’s institutional integrity
demands that trainees are provided with the necessary supports throughout OJT that
commits them to a relationship with the organization that is then reciprocated (DCS, 2007;
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Defence 2016, 2018). However, there is little chance for the system to demonstrate its
integrity through the current OJT construct. This speaks to the need for capacity building
amongst ships and shore-based staffs to provide OJT that supports trainees in the
achievement of their qualification, while creating positive ties to the organization (Filstad,
2011) such that they consider making the Navy a career. With this in mind, solutions that
might address the problem are provided in the next section.
Possible Solutions to Address the Problem of Practice
Allowing for the contextual and cultural conditions highlighted in the Chapter 1,
and the findings of the critical organizational analysis, four courses of action are proposed
to address the problem of early attrition. Leadership solutions to the problem of early
attrition require the application of systems thinking (Senge, 2006), that considers the
problem holistically and contextually. Potential solutions must also recognize the need to
build capacity to support organizational change (Harris, 2011) that will close the gap
between current OJT practices, and ensure the Navy’s operational capability into the future.
Finally, the solution must enhance institutional integrity (DCS, 2007; Defence 2016, 2018)
by clearly conveying that people are valued. To that end, four potential solutions are
advanced, including: eliminating OJT time limits towards advantaging on-job learning and
socialization over time; extending initial postings to afford trainees with longer-term surety
of their future; embarking a training specialist to provide trainees with personalized
learning plans that include design elements to support adult learners; and empowering
ship’s staffs through capacity building so that they may better support trainees. These
solutions are submitted as viable options to reverse the trend of early attrition through more
effective OJT programming to support trainees and engender commitment (Filstad, 2011).
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Eliminate OJT Time Limits
Adult learners need an atmosphere conducive to their development (Merriam &
Baumgartner, 2020); an unlikely prospect if they are being pressured to complete their OJT
within a limited timeframe (NTS, 2016). One possible solution to the problem of early
attrition would be to remove the time limitation for OJT completion, to better
accommodate trainee needs, achieved through the amendment of existing training policy.
Dewey considered learning an interpersonal, collaborative activity, and viewed experiential
learning as an ongoing process connecting people to their environment, introducing the
principle of ‘learning by doing’ (Midtgarden, 2012). Advocating for experiential learning,
Dewey identified that it was critical to job skill development (Midtgarden, 2012); a concept
that would precede situated learning, introduced by Lave and Wenger (1991) who
theorized that job performance and cultural immersion developed through authentic tasks.
Situated learning considers that learning occurs through the collective participation and
interaction of individuals within a sociocultural community (Wenger, 2009). Thus,
immersion in the workplace and the practice of job skills through realistic tasks makes
clear the importance of context in forming an experiential setting for learning (Merriam &
Baumgartner, 2020). The process of situated learning requires time for trainees to engage
in, practice, and gain proficiency in job-related tasks (Ryan & Lőrinc, 2018). With a
training system built around the principles of effectiveness and efficiency, the current time
limits placed on OJT serves the latter, but does little to support the former (NPTGC, 2016),
to the detriment of the trainees, and ultimately, the Navy. Allowing trainees the flexibility
to proceed through training at their own pace would relieve the pressure associated with
limited OJT deadlines. Though this may slow the output of a qualified member to the
system, it would grant trainees the time needed to achieve job-related skills and knowledge
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(Rich, Lepine, & Crawford, 2010) and potentially realize self-efficacy.
Yet, extending the timeframe for the completion of OJT requirements does little to
fulfil the expectation of an apprenticeship as implied (Fuller, Unwin, Cavaglia, McNally, &
Ventura, 2017). As employer-sponsored, structured programs, the intent of an
apprenticeship is to prepare individuals for a vocation using a blend of education, OJT and
work experience that lead to qualification (Fuller & Unwin, 2016). Through the lens of
critical pragmatism, it is clear the current process of OJT is flawed and restrictive (Fuller et
al., 2017), offering limited support to learners, as it entails a fast transition from apprentice
to full participant. Further, the current OJT scheme continues to place the onus for training
on the shoulders of those already struggling to adapt to the shipboard environment. System
outcomes fare equally poorly, simply prolonging the time during which trainees are subject
to institutional ambivalence and ad hoc support. Lacking recognition as learners (Fuller &
Unwin, 2013) and paradoxically ineligible for full employment due to their status as
apprentices (Phan, 2010), this course of action does little to support learning, socialization
or investiture that might lend to commitment (Filstad, 2011). While a straightforward
solution that can be readily achieved, implemented alone, it is insufficient to close the gap.
Extend Initial Posting
Trainees arrive onboard ship for OJT and immediately upon qualification, are
typically parachuted to other ships, rendering the time spent by ship’s staffs in training
them a less tangible return-on-investment. Retaining trainees onboard once qualified is
more likely to engender investment by ship’s staffs, creating the perception that the
organization is committed to trainees and their future (Sluss, Klimchak, & Holmes, 2008).
Social exchanges between trainees and ship’s staffs arise from time spent together in their
development and are mutually dependent, evolving into shared commitments over time
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(Uddin et a., 2019). This contingent form of reciprocity generates obligation, implying
those who receive goodwill and support are likely to respond in kind (Shore, Lynch,
Tetrick, & Barksdale, 2006). Social exchange theory can be understood in terms of
Dewey’s pragmatic philosophy, where the crucial role of positive social interaction affirms
concepts of equity, participation and dialogue (Mitchell, Russell, Cropanzano, &
Quisenberry, 2012). Through the lens of critical pragmatism, social exchange theory
promotes learning and problem-solving as a collective enterprise that transcends power
relations (Wang et al., 2019). Social exchanges that draw trainees into the organization and
its culture, may also generate the desire to remain (Pohl et al., 2016). Further, newcomers
often feel insecure and anxious about their new workplace (Saks & Gruman, 2018),
particularly for those during OJT, who must learn job-related skills while acclimating to the
shipboard environment. Retaining trainees once qualified provides them some certainty,
through which they can feel more settled about their future (Allen & Shannock, 2013).
While extending their initial posting may inspire ship’s staff to spend additional
time with trainees in honing their job performance (Rich et al., 2010), it does not portend to
change the approach, nor the underlying assumptions that pervade the existing OJT scheme
(Schein, 2017). This solution also has the potential to concentrate trainees onboard ships
that are sailing, rather than employing them as needed throughout the fleet, creating a
surplus for some ships and a deficit for others. This course of action involves a procedural
change, rather than a meaningful one, and would do little to reach the hearts and minds of
organizational members looking for some level of commitment by the institution. Adopting
this solution would require a change to personnel policy and posting practices, a
responsibility of the Personnel Group as a partner unit to the Training Group. A significant
departure from existing practices, it would require long-term personnel planning and career
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management, and so a working group consisting of career and personnel managers to plan
the way ahead and subsequently amend existing policy would be required. While certainly
possible, its adoption would require additional support and authority. With the need for a
holistic approach, this option is insufficient as a stand-alone solution to this problem.
Embark a Training Specialist
Ship’s staffs are often grappling with operational demands, so training occurs
whenever it can be incorporated within the ship’s schedule. As such, it is not particularly
well-designed, timely or sequenced to advantage learning (Leigh, Whitted, & Hamilton,
2015). Embarking a training specialist to create, monitor and track OJT would provide
trainees with personalized learning plans outlining training activities that include design
elements to support adult learners (NPTGC, 2016). As training specialists are adult
educators, they can assist in linking learning objectives to job competencies in order to
progressively sequence learning (Dean & Fornaciari, 2014). Training specialists would sail
onboard ships carrying trainees, working together with trainees and their supervisors to
plan and schedule OJT events, as well as monitor and assess progress, requiring
coordination that takes into account the ship’s schedule and staff availability.
While this approach would displace some responsibility for training from ship’s
staffs already burdened with operational demands, it runs the risk of alienating trainees
from other members of their department, who may feel bound by training requirements
established by an ‘outsider’. To avoid this, the role of the embarked training specialist
would need to be well defined to maintain the delicate balance between the ship’s
operational demands, departmental requirements, and those of the trainee. Yet, the longterm feasibility of this course of action is questionable, as embarking even one training
specialist per ship would exceed the small number available, thus monopolizing a resource
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typically used within the Navy’s shore-based Fleet Schools and potentially putting training
system functionality at risk. Borrowing eight additional training specialists from other parts
of the organization would be required to support shipboard training, possibly incurring
additional costs for travel and separation from family. Consequently, this solution could
only be implemented within a defined scope for a limited period of time, but may prove
advantageous to the implementation of this change to improve sustainment.
Empower Ship’s Staffs
A final option would be for ship’s staffs to provide direct support to trainees to
enable job learning and organizational socialization (Saks & Gruman, 2018). Beyond
training, very little can be done ashore to ease the transition trainees face in working and
living onboard ship; its unique environment simply does not accommodate this. As
outlined in Chapter 1, trainees learn in context from and through their interactions with
knowledgeable insiders, who provide them with valuable organizational and cultural
insights that promote integration (Schein, 2017). Yet often, those responsible for OJT are
unaware of instructional methodologies that might better support adult learners, including
those utilizing the principles of andragogy (Knowles et al., 2015).
Widely considered one of the foundational adult learning theories, andragogy has
been shown to significantly impact the way adults learn (Leigh et al., 2015; Merriam,
2017). Andragogy requires that instructors adopt a learner-centred approach that assumes
adults, “are proactive, self-directed and self-motivated” (McCoy, 2006, pp. 79-80) towards
their learning. Grounded in theories of learning and design, Knowles et al. (2015) identify
andragogical process design elements instructors should apply to adult learning activities.
First, is the need to involve adults in planning and evaluating their instruction, in which the
‘teacher-as-facilitator’ provides resources that enable skill development (Knowles et al.,
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2015). Second, as experience forms the basis for the learning, it is important to recognize
that adult learners bring lived experience to their learning and, “learn best when their
previous experience is valued and utilized” (Ozuah, 2005, p. 86). Investiture practices
connect previous experiences and learning, facilitate new learning, motivation and interest
that can improve outcomes (Filstad, 2011). Third, learning with immediate relevance to the
job is of primary interest, as it is shaped by the learning activity and its context (Harper &
Ross, 2011), which enable the development of knowledge and skills, while connecting to
culture, values and shared beliefs (DCS, 2007). In this respect, adult learning is advantaged
when applied within the work context, as it capitalizes on the learner’s internal motivation
(Harper & Ross, 2011). Finally, workplace learning activities should be problem-centered
and include sufficient time and opportunity to practice and apply learning (Ozuah, 2005).
Applying the principles of andragogy (Knowles et al., 2015) through the use of
mentoring as a self-directed, context-based method of instruction (Hansman, 2017) helps
trainees develop self-confidence as they grow more competent in their role (Baranik,
Roling, & Eby, 2010). Within the OJT construct, mentoring is not strictly envisioned as a
traditional dyad, but as a senior working with two or three trainees to provide a supportive,
transactional environment in which learners share the responsibility for how and what they
will learn (Ghosh et al., 2012). The use of peer learning activities is another approach that
can be applied to the OJT context, as it recognizes learners as learning (Knowles et al.,
2015). Guided by a more senior member working in cooperation with a group of trainees,
peer learning fulfils the transactional learning experience envisaged by adult learners (Dean
& Fornaciari, 2014). Incorporating these learning methods stands to improve trainee
outcomes, including job performance and socialization (Saks & Gruman, 2018). Shifting
focus from that of throughput, to one where the quality and commitment of a qualified
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trainee has primacy, has the potential to achieve individual and organizational objectives
(Filstad, 2011), reversing the current trend.
The most critical skill for instructors in applying andragogical principles (Knowles
et al., 2015) is conceptualizing their role as a learning facilitator, rather than simply a
transmitter of knowledge (Birzer, 2004). The application of andragogical principles
(Knowles et al., 2015) by non-educators may prove a challenge, and so this approach
would require that staffs receive training in adult learning theory and instructional
methodology to support their work (McCoy, 2006), and build capacity (Hargreaves, 2011).
As this training would be supported by the Training Group, it would need to be
implemented using a phased approach to accommodate NTH staffs as well as ship’s staffs,
requiring a total of 12 training sessions. Training specialists would be tasked with the
design and development of the learning, and then instructing the sessions in pairs. The
feasibility of implementing this course of action across the Navy, and whether it would
generate the intended results are obvious concerns. It is natural to assume that staffs would
adopt this approach based on the potential it may lead to an increase in the pool of
available personnel to sail, improving outcomes for all. Yet, there will be some who
view this as more work for those already overburdened.
Selected Solution and Rationale
The Navy has an unfortunate history of simply issuing change to structures and
practices (Government, 2016), which subsequently fail to achieve their intended results
due to their piecemeal approach to addressing whole-system problems (Fullan, Quinn, &
McEachen, 2017). To avoid replicating these disappointing outcomes, change must occur
across multiple organizational levels–from the headquarters down to the ships–to create a
lasting impact to the system (Fullan et al., 2017). Examining the problem of early attrition

ADDRESSING EARLY ATTRITION

58

through the lens of critical pragmatism, a departure from the status quo is required to align
words, values and actions, and its solution is necessarily multidimensional (Forester, 2013).
To that end, a systems approach is submitted that includes all four proposed solutions:
empowering staff, eliminating OJT time limits, extending trainees’ initial posting, and
embarking a training specialist.
The sustainment of system change relies on the abilities of those supporting the
process (Bui & Baruch, 2010). Thus, empowering ship’s staffs to support trainees forms
the basis for the selected course of action. This approach will require system-wide capacity
building by providing learning and support to those who work with trainees, including
ship’s staffs and shore-based NTH staffs (Fullan & Quinn, 2016). Building capacity
involves acquiring new competencies that improve trainee outcomes and contribute to
system change (Harris, 2011). Ships embarking OJT candidates require individual and
collective capacity building as a mechanism to support the change agenda (Hargreaves,
2011). Harris (2011) affirms, “a system cannot move without the capacity to do so: it needs
the collective will, skill and persistence of all those working at all levels in the system” (p.
634). Implementing change requires that the Navy invest in their personnel for the benefit
of the organization. For ship’s staffs, this includes training in facilitation and adult learning
methods that take into account the principles of andragogy (Knowles et al., 2015) with a
focus on learning essential skills to support trainee socialization. As their leadership may
enhance or hinder efforts, this training is also required for shore-based NTH staffs who will
support the needs of those onboard ship, while holding them to account (Harris, 2011).
This course of action is certainly the most ambitious of the options, the implementation of
which will require cooperation across the fleet, the Fleet Headquarters and the NTH staffs
and sponsorship by their respective Commanders. Due to the growing concern for the
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Navy’s human resources, support for this course of action is a likely outcome.
However, to constitute a systems response, the solution must not end here. The next
layer of this approach involves eliminating OJT time limits to allow trainees the flexibility
to self-determine their learning requirements (Knowles et al., 2015) and relieve the
pressure associated with OJT completion deadlines. In conjunction with empowering ship’s
staffs, this solution forms a symbolic gesture that reflects the Navy’s institutional integrity,
by recognizing that trainees need time to develop to their full potential (Rich et al., 2010).
As the leader responsible for training policy development, this would be the most
straightforward course of action to implement.
Another layer of this solution involves extending trainees’ initial posting. This
would ideally form part of the larger systems change presented here to address one of the
many facets of the problem. As decision-making for this initiative falls under the personnel
umbrella of the Headquarters, it will form a recommendation to the Commander.
The final layer of this solution–embarking a training specialist–could support
capacity building for a fixed period, within a limited duration. Onboard, focussed, contextspecific training design would aid in generating the individual interest and self-confidence
necessary for ship’s staffs to displace old methods, facilitating the adoption of new norms
(Dirani, 2017; Hargreaves, 2007). This would support capacity building towards and allow
for an in situ evaluation of the progress made towards transformation.
In acknowledging the needs of the organization, it is important to align system
elements while challenging others to think differently about how the Navy might conduct
business (Ehrich, Harris, Klenowski, Smeed, & Spina, 2015). By doing so, the potential to
create a coherent whole-of-system approach with shared responsibility for system
improvement (Mintrop, 2012). This multilayered solution seeks to improve retention first,
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by recognizing the value of a holistic response to the problem of early attrition, second, by
reaffirming institutional integrity in demonstrating the Navy’s commitment to its
personnel, and third, through building capacity by supporting the learning necessary for
change to occur. There is an obvious risk to adopting a multilayered approach, particularly
when applied to a systems construct involving multiple units, their leaders and staffs whose
primary focus is operations. However, there is widespread recognition that mission
achievement is not possible without sufficient, well-trained people (Defence, 2016),
requiring a collective response (Senge, Hamilton, & Kania, 2015).
Plan, Do, Study, Act (PDSA)
Systems problems like the problem of early attrition, require a structured means by
which to monitor and adapt change processes, required by the dynamics of the context and
the iterative nature of the organizational change (Taylor, McNicholas, Nicolay, Darzi, Bell,
& Reed, 2014). With ideas originating in Shewhart’s (1939) quality control cycle, Deming
(1950) developed the Plan-Do-Check-Act cycle, later amending it to the Plan-Do-StudyAct Cycle model (1986; 1993). Others have taken the PDSA Cycle model further,
including Langley, Moen, Nolan, Nolan, Norman, and Provost (1996; 2009), who linked
knowledge to improvement through the use of three questions embedded within the cycle
that focus the aim, measures and changes to be made.
Despite its numerous adaptations, the fundamental of aspects of the PDSA Cycle
model as a means to pursue improvement remain the same (Portela, Pronovost, Woodcock,
Carter, & Dixon-Woods, 2015). The PDSA cycle represents a pragmatic approach to
supporting systems change, particularly in this instance, as it forms a programmatic means
to monitor its many layers, while providing the opportunity to flexibly adapt processes
underway (Moen & Norman, 2009). The four phases reflect the scientific method
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including, “the formation of a hypothesis for improvement (plan), a study protocol with
collection of data (do), analysis and interpretation of the results (study), and the iteration of
what to do next (act)” (Speroff & O’Connor, 2004, p. 17). In a similar vein to the OIP, the
PDSA Cycle model encourages theory-based planning, where theory provides the basis for
learning that enables the adaptation of change plans as learning occurs, encouraging
refinement of the process (Moen & Norman, 2009). The iterative nature of the PDSA cycle
also supports adoption of the change beyond initial implementation, as replication can draw
stakeholders in at multiple points throughout the change (Crowfoot & Prasad, 2017), while
encouraging collaboration within and across teams (Tichnor-Wagner, Wachen, Cannata, &
Cohen-Vogel, 2017). Evidence of its successful application across a variety of industries
(Deming, 2018) suggests the PDSA cycle as, “a structured experimental learning
approach” (Reed & Card, 2016, p. 147) may be the ideal means by which to organize,
measure and assess this plan in action, towards securing improvement (Portela et al., 2015).
Those nearest to organizational processes are often best positioned to take
ownership of improvements to the system within which they work (Langley et al., 2009).
Thus, the use of PDSA cycle alongside Cawsey et al.’s (2016) CPM is appropriate for this
proposed change as it stands to resolve the issue, while enhancing ownership of the
problem and its solution (Taylor et al., 2014). The ‘plan’ phase of the cycle begins with
awakening, which requires the dissemination of information and existing data for
stakeholder input (Taylor et al., 2014). The goal is to raise awareness across the Navy to
secure ownership of the problem and acquire support that sanctions a system response.
‘Plan’ continues through mobilization where the change coalition is assembled, stakeholder
dynamics assessed, and the change objective refined (Taylor et al, 2014). The goal for this
stage is to establish a change coalition (Dudar et al., 2017) to provide local leadership in
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support of change. The remaining phases of the PDSA Cycle model, aligned with
acceleration and institutionalization, are discussed in Chapter 3.
Leadership Ethics and Organizational Change Issues
Ethics are a critical issue leading change within organizations (Armenakis & Harris,
2009). As leadership and organizational values manifested through culture form the basis
for decision-making, Burnes (2009) contends, “an organization’s ethics are embedded in its
culture and its culture is reflected in its ethics” (p. 361). The actions and behaviours of
leaders are indicative of their ethical and moral compass, which are observed, understood
and emulated by their personnel (DCS, 2005). The Navy expects its leaders to make ethical
decisions across the portfolio of their leadership responsibilities (DCS, 2005). Navy ethos
encompasses values and behavioural dimensions that reflect those of civil, democratic
society and the rule of law in addition to those of duty, loyalty, integrity and courage (DCS,
2005). To that end, ethical leadership is not only desired, but forms a professional
imperative for achieving organizational goals, particularly in the context of competing
requirements, as is the case here (Ehrich et al., 2015).
The purpose of this OIP is to reduce instances of early attrition during OJT,
proposed through socialization processes designed for adult learners that engender
commitment (Filstad, 2011). The Navy is responsible for providing its members with
opportunities for professional learning to support mission success, as personnel represent a
key strategic advantage to the organization (Defence, 2016). However, this objective is not
realized under the current OJT scheme, nor is it widely recognized that it may form part of
the problem. While opportunities for training are well-intentioned, they tend to fall further
down the priority list in the face of operational imperatives, despite being nominally
situated as a mission enabler (DCS, 2007). Thus, there exists a leadership dilemma in
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balancing operational demands with individual training needs, particularly where personnel
have limited autonomy to act otherwise (Keidel, 2005).
Through the frame of critical pragmatism, it is evident that mission demands and
training are not paradoxical, as operations are the ideal means through which to convey
organizational goals and values (DCS, 2005). During awakening and into mobilization
(Cawsey et al., 2016), it will be necessary to raise awareness of the current reality and
impart the importance of training as a capability that directly benefits the Navy, ships and
their crews. Tangible options for training that are compatible with operational requirements
guided through a distributed approach permits opportunities for personnel to provide input
into the proposed change (Latta, 2019).
Another ethical dilemma facing leaders in this proposed change is the need to
balance the NTS principles of effectiveness and efficiency (NPTGC, 2016, 2018).
Questioning the status quo through critical pragmatism entails reflection and evaluation in
context to establish weaknesses and opportunities that might be addressed, in resolving
organizational problems (Forester, 2013). To date, there has been considerable attention on
efficiency in an effort to move trainees through their training towards qualification and
subsequent employment, under the guise of relieving the Navy’s personnel shortage (MP,
2017). Dichotomously, the focus on efficiency has decreased trainee throughput, thereby
proving highly ineffective (Government, 2016). Expediting trainees through OJT when
they have not fully grasped job performance requirements works contrary to adult learning
principles (Knowles et al., 2015), and impacts their self-efficacy, while potentially placing
themselves and others at risk, and threatening system effectiveness (Government, 2016).
The ethic of care (Ehrich et al., 2015) espoused in transformational leadership
prioritizes relationships (Bass & Riggio, 2010). Leading ethically emerges from the

ADDRESSING EARLY ATTRITION

64

interactions and connections developed between leaders and organizational members (Liu,
2015). Pressuring ship’s staffs to produce qualified candidates undermines trainee job
performance (Rich et al., 2010) and fails to convey this ethic of care (Ehrich et al., 2015).
Thus, it is essential during mobilization (Cawsey et al., 2016) to prioritize people and their
learning ahead of system optimization, encouraging reflection on the need to balance
training effectiveness and efficiency amongst those to whom leadership will be distributed
(Supovitz et al., 2019).
Finally, reflection on the change approach is required to ensure leadership authority
is not abused (Tourish, 2013). Viewed through the lens of critical pragmatism, there is the
potential that power and authority could be leveraged to override existing OJT traditions
(Midtgarden, 2012). There is also the possibility that the changes submitted in an effort to
solve the problem might be viewed as self-serving. Addressing the problem drives this
OIP, though personnel who are unaware of this issue, would likely interpret these actions at
best, as a selfish means to win accolades, and at worst, a threat to the Navy’s culture and
traditions (Bommer et al., 2005). Leaders must transcend their immediate self-interests for
those of the organization (Bass & Riggio, 2010). While transformational leaders are
expected to act in the best interests of the organization, some criticize its potential to abuse
power (Schuh, Zhang, & Tian, 2013; Tourish, 2013). This darker side suggests leaders
submit appeals that propel followers into action that may not be towards moral ends (Stone,
Russell, & Patterson, 2004). The power imbalance between leaders and their subordinates
can also encourage leader narcissism and poor decision-making at the expense of those
they serve (Tourish, 2013). Bass himself noted that transformational leadership lacks a
countervailing power in a manner that is antithetical to equality, consensus and
participative decision-making, conceding the potential for the self-promotion of individual
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goals (Bass & Riggio, 2006).
Yet, the success of transformational leadership in practice is captured in an
abundance of studies spanning a broad range of cultural and contextual settings
(Bryant, 2003), and when applied as governed by the Navy’s ethos (DCS, 2005), reflects
the morally principled form of leadership espoused in doctrine (DCS, 2007). In leading this
change, and particularly during acceleration and institutionalization (Cawsey et al., 2016),
ethics and leadership must be considered inseparable, operating from a values-based
position that guides decision-making (Ciulla, 2006; DCS, 2007). In seeking systems
change, it is necessary to create the conditions for its sustainment through values-aligned
decisions informed by stakeholder input (Oreg, Bartunek, Lee, & Do, 2018) rather than
simply making change happen (Dudar et al., 2017). This is achieved by empowering others
to challenge preconceived assumptions, a willingness to hear alternate perspectives, and
demonstrating the flexibility to veer from established goals (Senge et al., 2015).
Leaders, by virtue their power and influence over others, have a significant ethical
responsibility for their actions and decisions (Northouse, 2016). In the context of military
leadership, these ethical dilemmas can largely be addressed by ensuring transparency of
process to make evident the intent underlying the actions of those who lead, guarding
against the potential for conflicts of interest (DCS, 2007). This includes effectively
communicating an image of what the solution will look like in a way that draws people in
(Archbald, 2013).
Decisions must be made with the whole system in mind, and their ends should seek
to restore the Navy’s institutional integrity, showing care and concern for its personnel by
addressing the problems affecting them (Mintrop, 2012). Vogel (2012) affirms, “leadership
implies intentional decision-making to enact change, rather than merely to continue and
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support systemic processes” (p. 1). Ethical decision making based on the principle of
respect for others (DCS, 2005) is required to close the gap between existing OJT practices,
and the need for sufficient, qualified personnel that ensures the Navy’s operational
capability into the future (MP, 2017).
Conclusion
Within this chapter, the organizational incongruence affecting institutional integrity
surrounding the problem of early attrition was identified. Following this, a multilayered
solution was selected that requires a whole of system response to be enacted utilizing the
Change Path Model (Cawsey et al., 2016), in which the first two stages: awakening and
mobilization were outlined. The PDSA Cycle model (Deming, 2018) was then introduced
as a mechanism to monitor the initial stages of this plan. This chapter concluded with a
discussion of leadership ethics. An ethical foundation in place, this OIP turns its attention
to Chapter 3, where implementation, evaluation and communication, vital for translating
the plan into action, are discussed.

67
Chapter 3: Implementation, Evaluation, and Communication
The previous chapter adopted a systems approach to situate the problem of early
attrition during OJT and engage in holistic solution-finding (Senge, 2006). To reverse the
trend of early attrition–the central goal of this OIP–a multilayered plan was devised,
including capacity building training for staffs, policy changes that eliminate OJT time
limits and extend initial postings, and the embarkation of a training specialist. Chapter 3
outlines the steps required to implement, monitor, evaluate and communicate the change
plan, aligning Cawsey et al.’s (2016) CPM with Deming’s (2018) PDSA Cycle model. This
is followed by a detailed communications plan that will guide the change through each
stage. This chapter concludes with next steps and future considerations.
Change Implementation Plan
The foundation for implementation began in the awakening and mobilization stages
of Cawsey et al.’s (2016) CPM. During awakening, retention data were widely
disseminated to stakeholders to communicate the need for change and initiate a dialogue to
help shape a shared vision of the future (Gilley et al., 2009). Outlined in Chapter 2, the goal
for this stage was to raise awareness to secure ownership of the problem and acquire
support to sanction a system response. During mobilization, an organizational analysis
assessed the dynamics of the problem to establish what needed changing (Theeb, 2020).
The goals for this stage were to build a change coalition to provide local leadership to
support change processes (Dudar et al., 2017) and leverage communication pathways.
Aligned with these stages was the ‘plan’ portion of Deming’s (2018) PDSA Cycle model,
where the change goal was set, the improvement cycle planned, and personnel to support
the change were identified (Langley et al., 2009).
One limitation likely to arise within awakening and mobilization relates to
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authority. Typical of most systems, authority for different aspects of the organization rests
with numerous leaders, requiring consultation and collaboration with a wider consortium
(Senge et al., 2015). Despite assurances from partner organizations that they are keen to
address the problem, the operational tempo or a change in leadership (as is typical in
military posting cycles) could render this intent outmoded. Thus, key to awakening and
mobilization is for leaders to identify the need for, and subsequently support, a collective
response for this change to find success (Senge et al., 2015).
Moving on to the acceleration and institutionalization stages, the focus shifts to the
development and presentation of the change plan, including capacity building to support
the larger goal of retention, and dual feedback loops to inform the system of its progress.
The effectiveness of transformational leadership for its ability to garner stakeholder support
(Effelsberg et al., 2014), is ratified through these final two stages (Figure 6).

Figure 6. Plan-Do-Study-Act Cycle model aligned with the Change Path Model
Evident here is the requirement for feedback and data to inform leaders of change progress
and enable decision making. The inclusion of a shortened feedback loop allows any minor
changes to be rapidly actioned to maximize change effectiveness.
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Acceleration
The third stage of the change process, acceleration, is oriented to action and
broadly consists of planning and implementation (Cawsey et al., 2016). Kotter (2011)
affirms, “action is essential to empower others and to maintain the credibility of the change
effort as a whole” (p. 13). To that end, creative, flexible solutions and widespread
communication are essential for change success. Aligned with the ‘plan’ portion of the
PDSA cycle, the action plan is refined, closing the gap between the current approach to
OJT and the preferred future state, and a communications plan is developed to ensure
personnel remain informed (DuFrene & Lehman, 2014). In the ‘do’ portion of the cycle,
supports are applied to administer the change plan, build energy and oversee
transformation (Isern & Pung, 2007). Stakeholders are engaged, their reactions monitored,
and concerns addressed (Appelbaum et al., 2017). Empowering others to progress the
change is achieved through training: the acquisition of new skills, knowledge and thought
patterns to build the capacity necessary to support change (Dudar et al., 2017).
Develop the action plan. Planning, as the interface between knowledge and action
(Campbell, 2012), forms a key part of acceleration. Addressing the gap releases a creative
tension driven by an intrinsic need to solve the problem that inherently yields new learning
(Mento et al., 2002). Insights and reflection gained from previous stages are translated into
a comprehensive plan for action that tangibly enlivens the change, in a manner aligned with
critical pragmatism (Visser, 2019). Additionally, the perceived suitability of the change
plan towards actually solving the problem forms the critical means by which to energize
stakeholders towards change implementation (Armenakis & Harris, 2009). The main vision
for this stage is to provide context-specific facilitator training and instruction in the
principles of adult learning (Knowles et al., 2015). However, in order to support staffs
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through implementation, providing change coalition members with the flexibility to devise
the final details of the plan is essential to a collective approach that lends to success
(Harris, 2011). Collaborative efforts by the change coalition bring the vision and
stakeholder input together through a detailed plan of action that includes the resources
necessary to realize this change (Cawsey et al., 2016). To that end, formulating a plan that
represents a unified approach to addressing the problem is vital to achieving lasting
systems change (Schalock & Verdugo, 2012). A transformational leadership approach can
facilitate this process by fostering a culture that invites group decision making amongst the
coalition (Bommer et al., 2005).
Devise a communications plan. At the core of the OIP lies the communications
plan (DuFrene & Lehman, 2014). A communications plan enables the change coalition to
share a focused message with those who most need to understand the change: the
implementers. Communications are critical to acceleration, as they serve to clarify the
action plan to stakeholders, and subsequently initiate implementation (Cawsey et al., 2016).
Stakeholders should be drawn to the ideas surrounding change (Nemanich & Keller, 2007);
their interest generated through an expert communications strategy. Communications rich
with information about organizational change may also ease stakeholder uncertainty and
worry (DuFrene & Lehman, 2014), suggesting the need for transparency (Dulek, 2015).
Communications are integral to transformational leadership for their ability to shape
relationships of trust and genuinely motivate stakeholders (Jensen et al., 2018). During
acceleration, communications reflect three main goals: to provide personnel not directly
involved with details of the change; to inform stakeholders of their future involvement,
including the impact of change on their roles and responsibilities; and to redress
misinformation (DuFrene & Lehman, 2014). A detailed communications plan is provided
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later in this chapter.
Understand stakeholder reactions. Important to all forms of communication,
listening and observing are critical to understanding stakeholder reactions during change
(Bull & Brown, 2012; Schein, 2017). Leaders also need to provide stakeholders with time
to process and reflect on the change to understand what this means for their work (Gaubatz
& Ensminger, 2017). Inspirational appeals for change reflecting organizational values may
arouse enthusiasm, eliciting commitment rather than resistance (Blankenship & Wegener,
2008). Yet, resistance–a natural, almost ubiquitous response to organizational change–must
be understood (Schein, 2017) as it can play a critical role in highlighting aspects of the plan
requiring additional consideration (Gaubatz & Ensminger, 2017). Stakeholders are key
players to the change and can choose to implement or sabotage the change agenda, and so
avoiding partisan responses through stakeholder participation is vital (Dudar et al., 2017).
It is also important that the change coalition remain open to existing practices that do work
well, particularly those that might be integrated into the change plan.
It is hoped that by inviting cooperation, input and supporting capacity building, that
stakeholders are endeared to the process and invested in its outcome (Dudar et al., 2017).
However, there are dwindling numbers of ship’s staffs to enact this change, and the
psychological shift required to address the underlying assumptions about OJT (Schein,
2017) may be sufficient to warrant their own departure. Relationship management is vital
to processes of change (Schein, 2017), particularly in light of the fragile state of the current
personnel shortages. Applying transformational leadership behaviours seeks to empower
NTH and ship’s staffs and encourage a more positive response to change, while
individualized consideration aids in neutralizing resistance (Bommer et al., 2005).
Acknowledging stakeholder efforts and dedication by ensuring they feel heard will be key
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to maintaining positive relationships (Schein, 2017) that reflect the Navy’s institutional
integrity. Drawing on the sense of duty amongst all stakeholders, leaders encourage
involvement in, and support for change (Gaubatz & Ensminger, 2017).
Engage and empower others. Moving to the ‘do’ portion of the PDSA cycle, the
first order of business is to build stakeholder capacity to facilitate the change (Harris,
2011). Recognizing transformation is both gradual and difficult (Dudar et al., 2017),
learning is important for personal mastery, particularly as it supports self-confidence and
improved performance (Bui & Baruch, 2010). Wanberg and Banas (2000) affirm: “changerelated self-efficacy is an individual’s perceived ability to handle change in a given
situation and to function well on the job despite demands of the change” (p. 134).
Individuals will not attempt activities they believe exceed their abilities and tend to
perform poorly during change when they lack confidence (Bandura, 2012). To that end,
transformational leaders seek to empower stakeholders, building upon their feelings of selfefficacy (Walumbwa et al., 2008). As NTH and ship’s staffs will primarily enact the
changes to the OJT scheme, they form the initial priority for training. Focussed, small
group, context-specific facilitator training and instruction in the principles of adult learning
(Knowles et al., 2015) provided by training specialists may aid in generating the selfconfidence necessary to displace old methods and facilitate the adoption of new norms
(Dirani, 2017; Hargreaves, 2007). Learning is critical for institutionalizing change, and the
use of respected peers as facilitators of this training can have an added, symbolic influence
on its outcomes (Belle, 2010). Opportunities for staffs and their leadership to learn together
(Terehoff, 2002) through collaborative activities that ensure a consistent, focussed purpose,
and address the knowledge and skills related to this change serves to engender change
commitment (Harris, 2011). Shared experiences can also align perspectives as a collective
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body of tacit knowledge (Nonaka & von Krogh, 2009). As staffs are already motivated to
work as a team, collective engagement is the likely result.
This layer of the plan purposefully builds capacity across the organization, through
training and support provided to those who work with trainees (Fullan & Quinn, 2016).
Developing effective facilitators who are able to apply the principles of andragogy
(Knowles et al., 2015) will contribute to investiture-based socialization practices (Saks &
Gruman, 2018), and may advantage retention (Tinto, 2017). However, building capacity
hinges on organization-wide determination and persistence to that end (Harris, 2011).
While distributed leadership may aid in the implementation of the new OJT scheme
(Harris, 2014), sustained change outcomes rest on the will and desire of those applying it
(Chiaburu & Marinova, 2005).
Supports and resources. Learning and applying new skills or knowledge is
difficult, and without timely and effective support, can lead nowhere (Fullan & Quinn,
2016). Leaders must consider the supports required to make this change a reality and
embed the desired outcomes in the Navy’s shipboard training culture (Kotter, 2011). As
staffs are the primary implementers for this change, a systems approach relies on their
“capacity to learn, develop, share and apply knowledge” (DCS, 2007, p. 33). Having
learned facilitation techniques and adult learning principles (Knowles et al., 2015),
additional support and resources may be required to achieve proficiency, such that staffs
are able to confidently apply these new behaviours (Chiaburu & Marinova, 2005).
Embarked training specialists may reduce the stress and anxiety related to adopting new
ways (Dool, 2010). Interpersonal exchanges of advice and support aid in change diffusion
across the organization, while the opportunity to share successful lessons and collectively
seek solutions serves to sustain change (Gaubatz & Ensminger, 2017).
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Institutionalization
The final stage of Cawsey et al.’s (2016) CPM, institutionalization signals the
successful transition of the organization towards the desired end state. Change is likely to
fail unless it is accepted, permanent and normative (By, Armenakis, & Burnes, 2015) in a
manner that denotes the reconceptualization of the underlying assumptions about OJT
through the adoption of new practices, customs and traditions (Mento et al., 2002).
Comprised of monitoring, measuring and benchmarking and aligned with the ‘study’ and
‘act’ portions of the PDSA Cycle model (Deming, 2018), achieving institutionalization
proves to the organization that change is possible. Here, data collection, analysis and
reporting form a feedback mechanism for informing the change (Christoff, 2018), requiring
small adjustments to existing structures to assign this responsibility (NPTGC, 2016).
Training and personnel policy also require amendment to capture the details of the new
OJT scheme. Finally, training must be systemized to ensure a consistent approach across
the fleet that underpins the Navy’s institutional integrity.
Assign responsibility for data collection and analysis. Data can be used to
measure change, demonstrate accountability, and make alterations as needed (Pietrzak &
Paliszkiewicz, 2015). Change can only be evaluated by its consequences measured over
time (Dudar et al., 2017), and is gauged through data supplied by end users, with obvious
limitations. The success of this change in addressing the problem of early attrition requires
precise data collection over time, and a mechanism for accurately analyzing change efforts
(Christoff, 2018). This in itself is a serious limitation, as most consider data collection
activities a simple endeavour, though in reality, data collected is often of little value as it
fails to provide the information required to address the problem (Katz & Dack, 2013).
Further, accurate analysis is not possible where collection methods are not systemized. The
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Navy currently utilizes a series of broad measurement instruments to monitor metrics
related to retention: persistence and retention data, OJT completion rates, and trainee end
phase critiques, yet there exists no one office to holistically analyze collected data.
Appointing a team for data collection and analysis ensures a holistic approach to streamline
feedback transmission. Ideally this small team would reside within the headquarters,
reporting directly to the Commander as the link between the training and personnel groups.
Measure, analyze, and report. Measurement and reporting, while inherently
understood to be accountability mechanisms (Ben Jaafar & Anderson, 2007) are also the
primary means by which stakeholders learn of the outcomes of their efforts. Leadership and
the change coalition will be in constant communication with stakeholders, sharing results
and growing pains. Regular progress updates are important to reassure stakeholders their
efforts are on track towards goal achievement, while also gauging the need for
modifications to the plan and demonstrating accountability for the change (Dudar et al.,
2017). Providing evidence of success to organizational members through the realization of
near-term goals is achieved through a shortened feedback loop, which builds momentum
and consolidates the processes, towards solidifying change (Dudar et al., 2017).
A key near-term goal planned for achievement within the first six months of change
initiation includes having 80% of ship’s staffs who supervise OJT personnel, and 100% of
NTH staffs responsible for supporting OJT, undergo training in facilitation and adult
learning principles (Knowles et al., 2015) to support capacity building. As performance
requires benchmarks against which to be judged, related performance measures include the
training completion rate of staffs by unit, and implementation rates by unit (Saier, 2017). A
key long-term goal that forms the basis for this OIP, planned for achievement within 18
months of implementation is a 25% increase to trainee retention during OJT. This is
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acknowledged as a lofty goal, yet one that reflects the current demand for personnel
(Government, 2016). Performance measures related to this goal include retention rates, and
the average time to OJT completion. Feedback from trainees through survey instruments
are also planned to gauge their experiences with the new OJT scheme.
Amend training policy. Policy development is a means to ensure reflection of the
goals and foci of training (Bates, 2007), and must be undertaken with full consideration of
its collateral impact on other aspects of the system (DA, 2011). Adjustments to extant
processes requires changes to beliefs and attitudes (Dudar et al., 2017), and the
examination of individual parts of the system in order to address the details required for
inclusion within policy. While the Navy follows a systematic process for the development
of training, it does not for training policy, despite often being the main conduit for change
implementation and enforcement (Bates, 2007). A systems approach to policy development
requires collaborative insight and input to ensure it remains viable and relevant (Bates,
2007), particularly as policy changes can result in a change to processes and traditions that
have a corresponding effect on long-standing assumptions about OJT (Schein, 2017).
Amending training policy to remove time limits for OJT completion in addition to revising
personnel policy and posting practices by extending the initial posting for trainees, form
significant steps towards supporting personnel and the goal of retention. Here, the priority
is to create the conditions for collective accountability (Fullan, 2015), recognizing the ethic
of practice which guides each member’s approach to work (Ben Jaafar & Anderson, 2007).
Failure to carefully consider these conditions is a disservice to those working hard to see
the change through. Policy sustainability (Pierson, 2005) depends in large part, on whether
these initiatives align with the Navy’s values, so that inevitable changes to OJT and its
underlying assumptions are well grounded (Schein, 2017).
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Systemize training. Systems require consistency of purpose, policy, and practice
for optimal functioning; structure and strategy are not enough (Schalock & Verdugo,
2012). Implementation requires that those within the system, “build shared meaning,
capacity, and commitment to action” (Fullan, 2015, p. 2). The traditions formed around
existing OJT practices were assimilated by those who now organize and supervise it.
Without learning and making sense of new ways of doing things, change is unsustainable
(Bate, 2014). This plan relies on a change to existing training traditions: a limitation in
itself, particularly as the Navy’s culture evolves at a glacial pace (Gordon, 2018; MP,
2017). However, this limitation is also an opportunity to improve the circumstances of
those who face constant sea tours without relief. Thus, it is important to leverage cultural
artifacts, organizational values and behavioural norms as part of the systemization of the
updated OJT scheme (Schein, 2017), in addition to codifying these new processes in order
to create new traditions around training (Bate, 2014). Implementation of new policy will
ensure awareness and structure, capacity building will support self-efficacy (Bandura,
2012) to better the odds of incorporating the changes into the cultural fabric in a manner
that promotes consistency of purpose, policy, and practice (Bates, 2007).
Reversing the trend of early attrition comprises a main line of effort towards
addressing critical personnel shortages that threaten the Navy’s operational effectiveness.
Yet, the results of implementation are determined through monitoring and evaluation
activities as a means to inform the progress of the change against established goals. With
this in mind, a discussion of change process monitoring and evaluation follows.
Change Process Monitoring and Evaluation
Applying a monitoring and evaluation structure is important to determine the
progress of change and its results, which inform decision making during and following
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implementation (Markiewicz & Patrick, 2016). By defining the bounds of the activities
related to monitoring (as a continuous process of feedback) and evaluation (as a periodic
analysis of data from which to make decisions), it is possible to establish the effectiveness
and efficiency of the change program, and more importantly, its outcomes (Markiewicz &
Patrick, 2016). Real time monitoring and evaluation activities for this OIP are enacted
through the use of the PDSA cycle to support the systems-based, multilayered solution
outlined within this OIP. Applying Deming’s (2018) PDSA Cycle model to this OIP, ‘plan’
spans the awakening, mobilization and acceleration stages of Cawsey et al.’s (2016) CPM,
where it is developed, refined and finalized. The ‘do’ portion of the PDSA cycle
commences on completion of the ‘plan’ within acceleration, where it is enacted. Finally,
during institutionalization, the ‘study’ and ‘act’ portions of the PDSA cycle form the means
for testing, observation and analysis of the change. Here, the PDSA cycle enables the
adaptation of the change plan as learning occurs (Moen & Norman, 2009), supporting a
continuous improvement strategy that is central to this OIP.
Transformation of the OJT scheme is complex as it requires changes to longstanding training traditions (Defence, 2017a), and must occur concurrent to the demands of
shipboard operations (Defence, 2017b). Thus, a focus on program processes and
implementation towards improving its design and future outcomes suggests the use of
formative monitoring during change implementation (Kirkpatrick & Kirkpatrick, 2016). In
order to meet the demands of the new OJT paradigm, the change plan is dependent on the
active involvement and capacity building of a large stakeholder consortium (Harris, 2011).
With this in mind, the combined approaches of transformational and distributed leadership
advantage the change by inspiring positive support and commitment to change processes
(Gilley et al., 2009), achieved through the strength of relationships between stakeholders,
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the change leader and their coalition (Bolden, 2011). With the ‘plan’ phase largely
completed (discussed in Chapter 2), details regarding the remaining portions of Deming’s
(2018) PDSA Cycle model (‘do’, ‘study’ and ‘act’), and their connection to Cawsey et al.’s
(2016) CPM are considered.
Do Phase
Critical to moving past planning to execution within the ‘do’ portion of Deming’s
(2018) PDSA Cycle model, is the need to commence capacity building training amongst
stakeholders. Aligned with Cawsey et al.’s (2016) acceleration, this portion of the plan
requires the documentation of problems and observations for analysis (Taylor et al., 2014).
Capacity building sessions will occur for NTH staffs first, followed by staffs within
individual ships, to capitalize on the benefits of established teams learning amongst and
from each other (DCS, 2007). To ensure the training program reflects group needs,
capacity building sessions will seek feedback from participants and observers through a
program evaluation (PE). Kirkpatrick’s conception of PE consists of a practical, four step
process for evaluating the effectiveness of workplace training programs (Paull et al., 2016)
following a systematic approach that is compatible with the principles of andragogy
(Knowles et al., 2015). Through the PE it will be possible to identify ways to improve and
refine the training between sessions to better support staff learning. Kirkpatrick’s four
levels of evaluation (Kirkpatrick & Kirkpatrick, 2016) provide a roadmap for this PE to aid
in determining the value of the training, and its effectiveness towards building sufficient
capacity for change (Harris, 2011). This model was specifically created for workplace
training programs and is widely used and accepted within the NTS (NPTGC, 2018),
rendering it an optimal choice for assessing the effectiveness of this portion of the change
plan. During the ‘do’ portion of the cycle, the first three of Kirkpatrick’s four levels of
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evaluation apply (Kirkpatrick & Kirkpatrick, 2016). These include: reaction, the extent to
which the training is positively received by learners; learning, the extent to which learners
develop the knowledge, expertise, and mindset; and behaviour, the extent to which learners
are able to apply new learning to the workplace (Kirkpatrick & Kirkpatrick, 2016).
The purpose of most training programs is to produce tangible results that prove
their worth to stakeholders and the system as a whole (Kirkpatrick & Kirkpatrick, 2016).
Kirkpatrick and Kirkpatrick (2016) asserted that no change in behaviour could be attributed
to a program unless a change in skills, knowledge, and/or attitudes resulted from their
attendance. To that end, NTH staffs from which the change coalition membership is drawn,
and ship’s staffs who will be on the front line leading the revised approach to OJT, must
not only comprehend the training, but believe they will able to apply it on the job, and then
actually do so (Schein, 2017). Given this requirement, assessment through Kirkpatrick’s
first three PE levels will enable adjustments to capacity building instruction to exploit its
effectiveness. As their collective ability to lead through this change is critical to success, it
is essential for staffs to feel confident and self-efficacious (Bandura, 2012) in applying
their newfound skills and knowledge to achieve the desired outcomes.
Monitoring activities will begin upon implementation during the ‘do’ portion of the
cycle and will include continuous, planned collection and initial analysis of data to provide
an indication of the progress of change implementation and the extent to which change
outcomes have been met (Markiewicz & Patrick, 2016). Performance measures answer key
performance questions that provide feedback on the progress of acceleration regarding the
efficacy of the program and its ability to support the change plan (Saier, 2017). Together,
these data provide a baseline from which to measure change and establish trends (Portela et
al., 2015). Data triangulation and analysis using a broad range of collection methods and
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sources comprise a holistic approach to monitoring the impact of capacity building
instruction and its ability to effectively support the plan (Creswell, 2014). Key performance
questions reflect near-term goals planned for achievement within 6 months of
implementation, to provide stakeholders with evidence of their efforts (Dudar et al., 2017).
A shortened feedback loop allows input from one training session to be enacted within
subsequent sessions to maximize effectiveness (Table 1).
Table 1
Data Capturing for Monitoring Change During the ‘Do’ Cycle
Key Performance Question

Performance Measure

Data Collection Method

- To what degree have capacity
- Training attendance % by unit compared
building completion rates been met?
with goals

- Training attendance lists
(based on establishment)

- How well was the capacity building
instruction received?
- To what degree do staffs feel
prepared to support trainees under
the new OJT scheme?

-

- To what extent are ship’s staffs
implementing the new OJT scheme?
- To what extent have training
specialists enabled implementation?
- How have investiture-based
socialization practices improved the
OJT experience for trainees?
- How have job-based skills improved
amongst trainees under the new OJT
scheme?

Reaction
- % of positive staff responses to the
training program vs. negative
Learning
- Applied proficiency levels assessed pretraining vs. post-training
Behaviour
- % of trained staffs vs. those applying the
new OJT scheme
- % of ships adopting the new OJT scheme
vs. not
- Adoption rate based on embarkation of
training specialists vs. not
- New training methods applied vs. old
- % of positive trainee responses to the
new OJT scheme vs. negative

-

-

Pre-training assessment
Observations during training
Post-training questionnaire
Post-training focus groups
Post-training application
assessments
Weekly reports from
embedded training specialists
(based on their own
observations as well as
feedback from ship’s staffs)
Change coalition observations
Monthly Command reports
OJT candidate questionnaires
OJT candidate focus groups

Monitoring activities allow members of the change coalition to look for cues related
to morale (Austin & Harkins, 2008), including engagement patterns, energy and pride
(Mintrop & Hall, 2016) to establish the effect of interventions on workplace performance.
Observations by embedded training specialists might reflect changes to activities that
promote interaction and teamwork, collaboration patterns between staffs and trainees, and
trainee integration within their respective departments. Such observations may provide
additional meaning that qualitatively substantiates other data sources (Creswell, 2014).
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Performance measures are often closely guarded by senior leaders (DCS, 2005) who are
concerned that the data may reflect poor (or unexpected) outcomes (Government, 2016;
Neely, 2005). However, providing staffs with the goals and their associated performance
measures may benefit capacity building (Harris, 2011), presenting a challenge that
personnel strive to achieve (Tims et al., 2011). Nemanich and Keller (2007) established
that transformational leaders who set clear goals with high performance expectations imply
that they have confidence in the abilities of their personnel. With the goal of capacity
building, providing regular updates on the progress of the change to that end has the
potential to increase motivation towards goal attainment (Gilley et al., 2009).
Study Phase
Well into capacity building training for staffs and now implementing the new OJT
scheme within each trained ship, the ‘study’ portion of Deming’s (2018) PDSA Cycle
model commences, including data analysis and the comparison of results to established
goals (Taylor et al., 2014). The purpose of the ‘study’ portion of the cycle is to build new
knowledge (Moen & Norman, 2009), determine what was learned, establish what change
processes went well, and what did not (and why) (Taylor et al., 2014). Here, the final level
of the PE, results is applied (Kirkpatrick & Kirkpatrick, 2016).
Established within institutionalization, the data collection and analysis team will
apply an integrative approach to monitoring and evaluation activities, where monitoring
forms the basis from which to evaluate outcomes (Markiewicz & Patrick, 2016).
Comparing collected data to extant benchmark data (where available) will provide
feedback on the results (Kirkpatrick & Kirkpatrick, 2016) as well as the change outcomes
by which to measure goal achievement (Portela et al., 2015). Analysis of the aggregated
data from both the ‘do’ and ‘study’ portions of the cycle reveal the effectiveness of
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capacity building instruction towards enabling ship’s staffs to facilitate investiture-based
OJT programming (Saks & Gruman, 2018) that reflects the principles of adult learning
(Knowles et al., 2015), and the whether it has improved retention during OJT.
Capacity building and the ability for staffs to effectively apply this learning in the
workplace are foundational to this change plan, thus ensuring that it meets staff needs is
critical to success (Harris, 2011). Addressing the problem from a systems perspective
requires the involvement of numerous agencies, including the personnel group working to
extend initial postings for OJT candidates, as well as the training group responsible for
amending OJT policy to reflect the elimination of OJT time limits. These two dimensions
of the change, while administrative in nature, may impact its overall success. The final
layer of this plan includes embedding training specialists to assist in shipboard change
adoption, with the expectation that their approach is honed over time. As is the nature of
systems, each layer of the change plan is complex and variable (Senge et al., 2015).
Performance measures are important for evaluating change outcomes (Portela et al., 2015)
and reflect the long-term goals planned for achievement within 18 months of
implementation. Key performance questions and their measures are not intended for
dissemination, as they require time to establish their effectiveness (Neely, 2005) (Table 2).
Table 2
Data Capturing for Evaluating Change During the ‘Study’ Cycle
Key Performance Question
- How do OJT completion times
differ from past timings?
- To what extent has the new OJT
approach improved retention?
For specific occupations?
- To what extent has the new OJT
scheme reduced posting
frequency?

Intended Performance Measure

Data Collection Method

Results
- Unit Monthly OJT status
reports
- Time to OJT completion under the new scheme
- Fleet Monthly OJT status
vs. previous timings
reports
- Retention data of OJT personnel vs.
- Quarterly Fleet personnel
benchmarks
reports (release, retention,
- Sea day counts up to 18 months post-change
posting information,
vs. pre-change benchmarks
shipboard shortages)
- Number of postings per trainee within the first
18 months of training vs. benchmarks

84
Holistic analysis and evaluation of the change over time is critical to the ‘study’
portion of the cycle (Neely, 2005) as it requires a complete understanding of the problem,
and whether the planned solution will satisfactorily address it, prior to actioning any
adjustments to the plan (Moen & Norman, 2009). As evaluation activities support a
summative determination of the achievement of change against established outcomes
(Markiewicz & Patrick, 2016), the ‘study’ portion of the cycle is specifically intended to
prevent linear cause-effect reactions to unanticipated outcomes and ensures that where
changes are made to the plan, they are accounted for throughout the system (Senge, 2006).
Gathering and reporting results across an entire organization is challenging, as it relies on
numerous units to report data required for analysis (Kirkpatrick & Kirkpatrick, 2016).
Additionally, external factors can significantly affect organizational performance
(Theeb, 2020). For example, a change to shipboard operations that distract stakeholders
from change efforts could mask the root cause of problems with capacity building
instruction or the change itself, thus requiring continuous monitoring and study of the
process to ensure clear trends over time (Moen & Norman, 2009). Having a designated
team to monitor and evaluate activities will help to ensure consistency, and their leadership
in generating commitment towards this aspect of change (Yukl & Gardner, 2019) may
create the conditions for collective accountability (Fullan, 2015). Additionally, leadership
distributed to the coalition supports change through their work with ship’s staffs, providing
guidance and motivation (DCS, 2007), contributing to the achievement of desired results
(Kirkpatrick & Kirkpatrick, 2016).
Act Phase
In the ‘act’ portion of Deming’s (2018) PDSA Cycle model, the Navy’s leadership–
based on recommendations by the coalition–must decide whether to adopt the change,
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abandon it or run through the cycle again (Langley et al., 2009). The change coalition will
oversee the change plan to confirm it holistically addresses the problem it seeks to remedy,
while ensuring it remains aligned with organizational values (DCS, 2007); in essence,
maintaining the fidelity of the change plan. Despite the extensive time spent planning, in
practice, change execution rarely occurs as designed (Bridges & Bridges, 2017). The
limitations of this plan were previously outlined, including the authority of numerous
leaders required to enact this change and the potential that the military posting cycle might
cause a new incumbent to renege support for the change; the tenacity of extant training
traditions that hinder or deny change sustainment; and the data collection and quality that
may impede accurate evaluation (Markiewicz & Patrick, 2016). Any of these factors may
impact change implementation in practice. Compounding this, change and its reported
progress can produce cognitive dissonance amongst stakeholders who may observe
outcomes differently (Mintrop & Hall, 2016). With this in mind, it is important for leaders
to ensure the change coalition is positioned to acquire first-hand evidence of change
progress. The leadership presence of the change coalition creates the conditions for
continued stakeholder trust and commitment (Supovitz et al., 2019).
As system alignment advantages organizational effectiveness, the change plan and
the data gathered to that end, must be considered holistically (Senge, 2006). In this way,
Deming’s (2018) PDSA Cycle model proves effective as a means to iteratively identify,
measure, and where required, amend change processes in order to address the problem and
enhance ownership amongst stakeholders (Tichnor-Wagner et al., 2017). A pragmatic
means for monitoring change in complex systems (Moen & Norman, 2009), the PDSA
cycle is the mechanism by which the Navy will transition to an OJT scheme that better
provides for trainees, with the potential to reverse the trend of early attrition, while
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affirming its institutional integrity through demonstrated care for personnel.
With this in mind, the plan for monitoring and evaluation relies on an effective
communications plan, critical for presenting the change rationale in addition to functioning
as a feedback loop during the change process, which follows.
Plan to Communicate the Need for Change and the Change Process
At the core of successful change lies change messaging which conveys essential
details that serve to shape stakeholder mindsets and responses to change (Armenakis &
Harris, 2002; Hirsch, 2018). A communications plan allows the change coalition to share
consistent, focused messages with stakeholders (Armenakis & Harris, 2009). Change
leaders must assist personnel in understanding the change and strive to meet their
expectations in terms of communications frequency and detail in order to inspire ownership
of the problem and its planned solution (DuFrene & Lehman, 2014). Leaders have a duty to
respond to stakeholder questions and concerns, as this will ultimately determine their
investment in the change (Armenakis & Harris, 2009). Stakeholder engagement is
furthered where their concerns are heard, and their feedback included in the change plan
(Bull & Brown, 2012). In this section, the plan to ensure effective information flow
throughout the change are included in the strategy that follows.
Communications Strategy
Communications by Navy leadership requires clear dialogue to ensure accurate
messaging (Hirsch, 2018). Regular, precise messaging during change serves to increase
transparency, trust and support (Dulek, 2015), and as change relies on the development of
stakeholder trust in its leadership, communications are an effective means by which to
achieve this (DuFrene & Lehman, 2014). In the vein of transformational leadership, change
commences with communicating the need for change, and continues systematically
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throughout the process as an ongoing activity that connects leaders with stakeholders,
obliging openness and transparency of process (Jensen et al., 2018). Central to this strategy
is the recognition that effective communications are a two-way process (Bull & Brown,
2012), a prospect which these stakeholders will be unaccustomed to, due to the Navy’s
strict hierarchy (DCS, 2007) that typically limits discourse (Bate, 2014). Based on the
tenets of critical pragmatism, it will be important to actively listen and acknowledge other
perspectives (Forester, 2013).
To convey whole-of-system support for this change and affirm the Navy’s
institutional integrity, both the Fleet Commander and Naval Training and Personnel
Commander will be the high-level information sources, backed by the change coalition,
who will provide complementary supporting messages at local levels. All communication
activities will be coordinated by the change coalition in consultation with the Navy’s
Public Relations office to ensure consistency and timing (DuFrene & Lehman, 2014). To
that end, communications will be organized within the four stages of Cawsey, et al.’s
(2016) CPM, aligned with Deming’s (2018) PDSA Cycle model to ensure personnel are
provided with relevant, timely information. The strategic audience, messaging, tactics and
objectives, are further discussed below.
Awakening (‘plan’). Due to the broad scope of this change and the large number
of stakeholders, general information to the whole organization is initially planned during
awakening. Communications are integral to a transformational approach, for their ability to
foster trust and motivate personnel (Jensen et al., 2018). Thus, there are several key
messages change leaders and the coalition must convey during this stage in order to
generate the commitment and efforts of stakeholders in pursuing the change (Table 3).
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Table 3

Awakening (Plan)

Change Process Communications Plan – Awakening (Plan)
Audience

Objectives

General,
pan-Navy

- Raise awareness of the problem of early attrition
and why a change is needed
- Make the Navy responsible for shaping the
solution
- Provide the initial change vision
- Need to support both personnel and the Navy’s
operational capability (apply institutional
integrity)
- Engage in storytelling about the future

Naval Training - Raise awareness of the problem of early attrition
- Answer ‘Why change’? ‘What’s in it for me’?
HQ Staffs
- Provide the initial change vision
- Data presentation detailing the issue
- Indicate change support at the highest level
- Emphasis on core values
- Success requires system-wide effort
Ship’s Staffs
- Answer questions, solicit stakeholder input

Shipboard
Trainees

-

Provide the initial change vision
Demonstrate investiture
Encourage commitment through social exchange
Indicate change support at the highest level
Emphasize the Navy’s core values
Answer questions, solicit stakeholder input

Messages
- We are losing large numbers of trainees during
OJT, reducing the pool of personnel to sail
- Recruiting is not enough to address personnel
shortages
- Ship’s staff are working very hard
- The Navy wants to retain trainees to ease the
workload and reduce the number of sea tours
- We can address this problem
- The Navy cares for its people
- The solution requires personnel to connect with
Navy values & ethos
- Navy Command supports this decision to change
- This is a leadership opportunity to renew the
Navy’s institutional integrity
- The Navy cares for its people
- The solution requires personnel to connect with
Navy values & ethos
- Navy Command is behind this decision to change
- Cite the benefits to their team: more people to
sail

Tactics
- Navy directive
- Articles in the
Navy’s newspaper
- Broadcast video
interviews & stories
with leadership

- HQ PD Session
(inform)
- Identify change
coalition

- Fleet (ship’s staffs)
Town Hall
- Bring along change
coalition

- The Navy is investing in them
- Trainee Town Hall
- Navy Command is behind this decision to change - Bring along change
- Stick around and be a part of the Navy’s future
coalition
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The key message during awakening, is that of discrepancy (Cardon & Philadelphia,
2015), between the current establishment and the number of trained personnel required to
meet mission demands. Reinforcing this key message are expressions of appreciation and
gratitude (Cardon & Philadelphia, 2015), including affirmations that Command cares for
its people and recognizes their hard work. Introducing aspects of personal valence to spark
interest amongst stakeholders (Cardon & Philadelphia, 2015), involves explicit statements
that link the problem of early attrition with planned solutions to generate more trained
personnel (resulting in less sea time and a better work-life balance), thereby answering the
question: what’s in it for me?
While message content is critical for conveying information, generating interest and
garnering commitment for the change, the method by which this occurs is also important
(DeKay, 2015). Selected communications tactics are meant to broadly inform the Navy of
personnel challenges and the problem of early attrition. Reaching a wide audience through
administrative directives is an official means of declaring the need for action (DuFrene &
Lehman, 2014), though this will be accompanied by informative articles in the Navy
newspaper. Additionally, short, heartfelt stories presented by leadership that speak to Navy
culture and past traditions (Dulek, 2015), provide evidence of the need for change to ensure
its future; designed to reach the hearts and minds of stakeholders. Storytelling presented in
person and broadcast through video, form a distinct departure from past communication,
strategies and are likely to capture stakeholder attention (Cardon & Philadelphia, 2015).
One message tactic rarely used in the Navy is a pause following the announcement
of change. Permitting time for this information to reach and be absorbed by stakeholders is
important (Bull & Brown, 2012; Gaubatz & Ensminger, 2017), particularly as some will be
away at sea, where correspondence is prioritized towards operations. A planned pause
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between the initial announcement and further action allows stakeholders time to digest the
information presented. As NTH staffs were provided an opportunity to absorb and process
information about the change prior to its announcement, this time can be used to identify
coalition members amongst them.
The final communications tactic applied during awakening will be the use of the
fleet ‘Town Hall’, during which the Commanders will introduce the change coalition and
present the problem, signifying support for the change exists locally from familiar staffs,
and those at the organization’s apex. The first Town Hall will include ship’s staffs,
followed by a session specifically planned for trainees. Separating these stakeholder groups
allows leaders and the coalition to personally address each with a tailored message, provide
the initial change vision, and explain why change? and what’s in it for me? while
connecting with the Navy’s core values (Jensen et al., 2018). Aligned with two-way
communication espoused in transformational leadership (Jensen et al., 2018), leaders and
the coalition can solicit input and answer questions.
Mobilization (‘plan’). Transitioning to mobilization, stakeholders are the focus for
communications, where small group information sessions are planned. Here, change
coalition members are introduced and subsequently facilitate stakeholder group input and
decision-making. Stakeholders require this individualized consideration (Bass & Riggio,
2010; DCS, 2005) to understand their role within the change, while leaders and the change
coalition use this opportunity to foster trust towards generating the collective commitment
idealized within critical pragmatism (Midtgarden, 2012) (Table 4).
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Table 4
Change Process Communications Plan – Mobilization (Plan)

Mobilization (Plan)

Audience
Naval Training
HQ Staffs

Ship’s Staffs

Shipboard
Trainees

Objectives

Messages

Respond to concerns
Manage reactions/skepticism
- This is our problem to solve (ownership)
Brainstorm ideas
- Discuss the need for investiture and
Generate motivation & commitment
commitment
Invite two-way communication through the use
- Request input and feedback – their ideas
of the change web page
and opinions matter
- Develop a refined vision statement based on
feedback
-

-

Sensemaking for the subjects of this change
Manage reactions
Brainstorm ideas
Demonstrate investiture

- Discuss the need for their commitment to
the Navy, particularly during this change
- Request input and feedback – their ideas
and opinions matter

Tactics
- Small group
sessions facilitated
by change
coalition members
- Change info FAQ
and feedback web
page
- Small group
sessions facilitated
by change
coalition members
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The key message for mobilization is the need for ownership of the problem.
Connecting with the Navy’s values of duty and loyalty, integrity and courage (DCS, 2003),
the message needs to emphasize inclusion and community utilizing the terms ‘we’ and ‘us’
to suggest we are in this together (Cardon & Philadelphia, 2015). In keeping with a
transformational approach, the initial vision statement provides an appealing image of the
future (Nemanich & Keller, 2007), though it will require input and refinement from those
nearest the problem. With this in mind, the key message is supported by a Navy-wide call
to action requesting stakeholder feedback regarding what the change should entail (Cardon
& Philadelphia, 2015). Genuinely and transparently involving others in shaping and
refining the vision promotes stakeholder commitment and trust (Bommer et al., 2005).
To further a culture of trust, widespread awareness, achieved through the broad
communication tactics of the previous stage now obliges curated messaging that speaks to
each stakeholder group: NTH staffs, ship’s staffs and trainees. As ownership of the
problem and its call to action are critical to advancing the change, it is necessary to inform
staffs not yet involved of how they will become engaged in the future, including the impact
of change as it relates to their work responsibilities (Gilley et al., 2009). This is best
achieved through stakeholder discussions facilitated by change coalition members who can
provide consistent information and support. These informal, face-to-face, small group
sessions should privilege the ideas and opinions of stakeholders towards the development
of a more refined vision and plan (Jensen et al., 2018). As leaders must be emotionally
invested in the change program, a venue where stakeholders can observe the commitment
of change coalition members whom they know and respect, can serve to increase their
motivation towards, and ownership of, the change (Dulek, 2015). A balance will need to be
struck to ensure the message is positive (we can overcome this challenge) but emphatic (we
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must do something) (Armenakis & Harris, 2002). For trainees, small group sessions enable
the freedom to relay their concerns and ideas outside their own chain of command,
maximizing transparency. It also provides evidence of investiture and the Navy’s desire for
trainee inclusion in building the future of the organization.
A second communication tactic to be employed during mobilization is the use of a
change web page that will function as a source of information, as well as an interactive
forum through which personnel can submit questions and suggestions. Rather than simply
stating the need for change, online messaging must address the discrepancy between what
is, and what should be, in positive terms, as in: this is why change will be good (Armenakis
& Harris, 2002). This web page will be updated and monitored by the change coalition and
is intended to provide continued support beyond the small group sessions.
Acceleration (‘plan’, ‘do’). General broadcast frequency increases during
acceleration to keep personnel informed of the change, its progress and outcomes. Though
broadcasts are distinctly informative, venues with stakeholders are intended to seek
feedback to inform change processes (Dudar et al., 2017). The goal of acceleration is to
focus the efforts and purpose of those who will be distributed leadership responsibility for
implementation at local levels (Table 5).
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Table 5
Change Process Communications Plan – Acceleration (Plan, Do)

Acceleration (Plan, Do)

Audience

Objectives

- Provide action plan details (generate confidence)
- Engage in capacity building
- Outline plan for PD (training) and available
Naval Training
support
HQ Staffs
- Identify short-term goals look like and what is
required to achieve them
- Outputs and monitoring results conveyed
- Provide plan details
- Engage in capacity building
- Allay confusion and fears of inadequacy
- Outline how the OJT scheme will operate in the
future and reassure personnel feel they have the
Ship’s Staffs
ability to support it
- Consider feedback to determine if adjustments
are required
- Instil confidence and demonstrate appreciation
- Outputs and monitoring results conveyed
- Manage reactions
Shipboard
- Affirm their opinions matter
- Demonstrate investiture
Trainees
- Outputs and monitoring results conveyed

General

- Link to Navy directive that outlines the change
- Generate interest about the change
- Celebrate small wins and keep people informed of
progress
- Control, correct or clarify rumours
- Outputs and monitoring results conveyed

Messages

Tactics

- Affirm training will provide personnel
the tools they need for change
implementation and beyond
- Supporting stakeholders has primacy
- Remind staffs of fundamental values to
overcome uncertainty

- Internal
correspondence
- Staff meetings

- Provide plan details and their part in it
- Affirm training will provide personnel
the tools they need for change
implementation and beyond
- Outline the ‘what’ and ‘how’ of the
supports and resources available
- Seek feedback on progress
- Acknowledge efforts to date

- Temporary Navy
Directive
- Shipboard meetings
with change coalition
members
- Senior leadership visits
to ships to speak with
staff about change
progress

- Request input and feedback as to how
the change is progressing

- Senior leadership visits
to ships to speak with
staff about change
progress

- Navy splash screen,
- Promote the change through advertising
web page, social
media updates
- Post short-term wins & milestone
- Articles in the Navy’s
achievement
- Acknowledge the efforts of staffs to date newspaper
- Continue to provide support and
- Recorded messages
resources
from Navy Command
& change coalition
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The key message for acceleration is the need for capacity building. During
implementation, it is likely that personnel will feel overwhelmed, uncertain and
underprepared to tackle the change, requiring messages that acknowledge concern for the
impact of change on personnel (Cardon & Philadelphia, 2015). Through empowerment
strategies, change leaders and the coalition will endeavour to build self-efficacy amongst
those they lead (Bandura, 2012). With this in mind, supporting messages must affirm that
training designed specifically for this change will provide the tools stakeholders need
(Cardon & Philadelphia, 2015), and that there are planned mechanisms to help provide
expertise and assistance during implementation.
The selected communications tactics for this stage are those most accessible to each
stakeholder group. For NTH staffs, the action plan and details regarding capacity building
are provided through internal, written correspondence and are followed up with staff
meetings to ensure clarity of message and establish near-term goals. Reporting outputs,
particularly those that are related to near-term goals, is made possible through monitoring
activities (Markiewicz & Patrick, 2016). Leaders are essential for change, and the presence
and participation of change coalition members are symbolically and legitimately critical to
its success (Dulek, 2015). As the change coalition is drawn from the NTH staffs, their
grasp of the plan and the messaging they relay requires clarity and detail so they may lead
through this change.
As capacity building focussed on instruction in facilitation techniques and the
principles of andragogy (Knowles et al., 2015), comprises much of this stage and is
specifically designed to support ship’s staffs, communications in advance of this training
differs from that following it. Prior to commencing their training, a Temporary Navy
Directive will be issued to codify the imperatives of this change, and its expected
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outcomes. In many organizations, this would seem rather formal, however, given the nature
of the military and its rules-based structure (DCS, 2007), it is the first step towards
legitimizing the approach to this change. Following the release of this directive, each ship
will meet with change coalition members, who will provide specific details regarding the
pending training. Together these communications tactics seek to affirm that the training
designed for this change will be sufficient for successful implementation, addressing
concerns ship’s staffs may have about their own self-efficacy as it pertains to the change
(Jimmieson, Terry, & Callan, 2004). Frequent leadership interactions comprise a form of
persuasion that can bolster the beliefs of stakeholders in their ability to succeed in
accomplishing an assigned task, which may also improve feelings of self-efficacy (Tims et
al., 2011). As there will be stakeholders who feel they are ill-equipped to manage this
change, supporting messages from trusted coalition members should work to allay some of
their concerns (Jimmieson et al., 2004).
Following training, ship’s staffs will apply what they have learned, adopting the
role of OJT facilitator, incorporating the principles of adult learning (Knowles et al., 2015)
with the help of embedded training specialists. Here, some aspects of the change are likely
to work as anticipated, while others will not (Dudar et al., 2017). To ensure the continued
pursuit of change in the face of any challenges, senior leadership visits to the ships are
planned, where they will speak with staffs and OJT candidates about change progress,
listen to their concerns and use feedback to make necessary adjustments to the plan (Dudar
et al., 2017). During these visits, senior leaders must convey their confidence in the
abilities of stakeholders to achieve change success, while remaining committed through
their own participation (Armenakis & Harris, 2002).
Throughout acceleration, widespread information sharing through the Navy’s
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splash screen, web page, and social media feeds are intended to keep the organization
appraised of the change, dispel rumours (DuFrene & Lehman, 2014) and celebrate the
achievement of near-term goals (Dool, 2010). Recorded messages from Command and the
change coalition supplement general updates, providing an earnest and optimistic tone to
its progress (Dulek, 2015) while conveying appreciation and understanding for those
stakeholders embroiled in the change process.
Institutionalization (‘study’, ‘act’). General broadcast frequency continues during
institutionalization to maintain awareness of the change and provide updates regarding its
progress. Through a transformational approach, leaders must sustain support for the
change, so stakeholders remain motivated and empowered to work through the process
(Campbell, 2012), towards achieving the goal of improved retention during OJT. The key
message here speaks to the need for continued persistence towards change sustainment
(Cardon & Philadelphia, 2015). Stakeholder energy tends to wane over time and can lead
to poor change results (Isern & Pung, 2007). Sustaining the drive for change is worthwhile
in the presence of highly committed leadership (Rafferty & Minbashian, 2019) who instil
confidence and earn the support of those they lead (Otis & Straver, 2008). Command
engagement and support for the change and its outcomes reinforce this key message, while
acknowledging efforts to date furthers stakeholder persistence (Cardon & Philadelphia,
2015) (Table 6).
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Table 6
Change Process Communications Plan – Institutionalization (Study, Act)

Institutionalization (Study, Act)

Audience

Objectives

- Continue momentum so change does not die prior
to full institutionalization
- Outputs and monitoring results conveyed
Naval Training - Ensure continued support is provided to
stakeholders
HQ Staffs
- Institutionalize processes
- Outcomes that support evaluation selectively
reported
- Continue momentum so change does not die prior
to full institutionalization
- Outputs and monitoring results conveyed
- Affirm feedback mechanisms remain open
Ship’s Staffs
- Seek their recommendations for needed
adjustments to the program
- Outcomes that support evaluation selectively
reported
- Manage reactions
- Confirm their opinions matter
Shipboard
- Demonstrate investiture
- Outputs and monitoring results conveyed
Trainees
- Outcomes that support evaluation selectively
reported
- Acknowledge efforts to date
- Outputs and monitoring results conveyed
- Inform on the institutionalization of the change
through policy and training implementation
General
- Outcomes that support evaluation selectively
reported
- Reaffirm core values

Messages

Tactics

- Sustain efforts
- Seek input into needed program
adjustments
- Affirm continued engagement of the
Navy’s leadership in the change and its
outcomes
- Acknowledge efforts to date

- Internal
correspondence
reporting wins,
outputs and
outcomes

- Affirm feedback mechanisms remain
open
- Request input and feedback as to how
the change is progressing

- Assign a change
coalition member as
a point of contact
for feedback

- Acknowledge those working to support
the change
- Make the change outcomes known
- Acknowledge efforts to date
- Outline new systemized training plan

- Splash screen, web
page & social media
updates
- Recorded messages
from Navy
Command & change
coalition
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Communications tactics remain specific to the stakeholder group during
institutionalization, though are growing more generalized in content. For staffs,
maintaining momentum while working towards sustainment are key objectives, thus tactics
largely comprise internal correspondence that include reports of change outputs established
through monitoring activities, as well as wider change outcomes that support evaluation
(Markiewicz & Patrick, 2016). Here, it is important to provide factual information about
any negative or unintended results (DuFrene & Lehman, 2014), the tone of which must be
frank and honest to avoid negating the gravity of any problems (Dulek, 2015).
Feedback mechanisms form part of the communication tactics during this stage,
allowing staffs and trainees to provide continued input towards institutionalizing the
change. Additionally, trainees will be assigned a change coalition point of contact with
whom they can communicate directly regarding any concerns with the change and
recommendations they have for its sustainment. This is an unprecedented action, as
adherence to the chain of command (DCS, 2007) would normally preclude such an
approach. However, for this change to reach those most affected by it, facilitating direct
liaison with a leader who can answer questions and address concerns is necessary to
convey the significance of the change and the care of the Navy towards ensuring success.
Naval personnel and other members of the general population comprise a sizeable
audience, and as social media are an effective means of communication, information will
be relayed through the Navy’s splash screen, change web page and social media accounts.
Details regarding the institutionalization of the change through policy and planned training
can also be provided through these media. Finally, celebrations of success in achieving
desired outcomes (Dool, 2010) towards improving retention during OJT and affirmation of
its alignment with Navy values will feature prominently in these forums.
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As this communication plan suggests, change is a difficult process, particularly as
the underlying assumptions about OJT have resided comfortably within the Navy’s
shipboard culture for some time (Schein, 2017). An effective communications plan is
critical to conveying the rationale, progress and outcomes of this change. Ensuring
stakeholders receive sufficient, timely information to address concerns while providing a
mechanism for inputs that privileges their voice, can inspire motivation and engagement
(Jensen et al., 2018). As whole-of-system support for this change is required for success,
communications that align with a transformational approach, supported by the distribution
of leadership at local levels, ensures personnel across the Navy receive the information
they need to effectively pursue the change towards a better future.
Next Steps and Future Considerations
This OIP presents the case for addressing the problem of attrition during OJT.
Through this investigation it became clear that the Navy was falling short of serving a
significant majority of its trainees in a meaningful way, affecting its personnel strength and
operational capability (MP, 2017). Despite a declared concern for personnel faced with
back-to-back sea tours, the Navy has undertaken few measures to alter this circumstance,
undermining its institutional integrity (Defence 2016). Due to its unique context, the hybrid
Unified Model of Retention was developed as a means to structure this solution.
Using both transformational and distributed leadership approaches, this OIP
advanced a plan to change the way the Navy conducts OJT to support retention and address
chronic personnel shortages (Government, 2016; MP, 2017). To supplant underlying
assumptions around OJT (Schein, 2017), capacity building training in facilitation
techniques and the principles of andragogy (Knowles et al., 2015) are designed to equip
staffs with the knowledge and skills necessary to support the new OJT scheme. The intent
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is for staffs to apply their learning towards investiture-infused socialization processes (Saks
& Gruman, 2018) that fosters job satisfaction and enculturation (MP, 2009) and engenders
commitment (Filstad, 2011) that results in retention.
This OIP adopts a whole-of-system approach with shared responsibility for change
(Mintrop, 2012). Applying a multilayered solution, this plan seeks to improve retention,
first, by recognizing the value of a holistic response to the problem, second, by reaffirming
institutional integrity in demonstrating the Navy’s commitment to its personnel, and third,
by empowering staffs through capacity building instruction, thereby supporting the
learning necessary for systems change (Austin & Harkins, 2008). Here, a collective
response may prove most effective in reversing the current trend (Senge et al., 2015).
Next Steps
Having instituted policy and programming to see change through implementation,
further steps include the need to evaluate the outcomes and sustainability of the change
(Markiewicz & Patrick, 2016). Change within complex contexts inevitably contains
elements of uncertainty and unpredictability (Wood, 2017). Members of the coalition are
ideally positioned to assist in translating challenges into opportunities, leveraging support
and sustaining change efforts towards institutionalization, forming the conduit by which to
acquire the ground truth of change in practice. Generating and relaying lessons identified to
stakeholders will aid in refining and sustaining the new OJT practices. Periodic evaluation
by the data collection and analysis team is also required to determine to what extent change
outcomes are achieving the long-term goals set (Markiewicz & Patrick, 2016).
Change success largely hinges on capacity building and personal growth that
obliges implementers to accept, adopt, and practice the new ways of conducting OJT (Hall,
2013). While this change proffers an approach to OJT that better aligns with the Navy’s
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values (DCS, 2005) and is sponsored at the highest levels of leadership, it may not be
sufficient to sustain change efforts at the individual level, particularly for understaffed
ships already overburdened with mission demands. Another step towards ensuring success
may include providing incentives to ship’s staffs for the additional training and effort
demanded of them (Kotter & Schlesinger, 2008). Prioritizing shore-based postings for
those who excel in instituting this change, while commensurately rewarding staffs for their
ability to support OJT on their annual personnel evaluation might inspire additional effort.
Future Considerations
This OIP serves as a cautionary tale to leaders of the perils too fine a focus may
cause, and the need to apply systems thinking (Senge, 2006) to address challenges
holistically. While this OIP applied a systems response to the problem of early attrition,
there is also the need to systematically view training within the context of operations
(DCS, 2007; Defence, 2017a). Considering operations and training as paradoxical lines of
effort perpetuates a fragmented picture that thwarts holistic decision making, undermining
the Navy’s values and ethos (DCS, 2005). A future consideration may be to better align
training and operations–conceptually and practically–recognizing their symbiotic nature
embedded within the Navy’s culture would enable a more agile, collective response to
evolving mission demands (Defence, 2017b), while systematizing future change efforts.
The goal of improved retention during OJT requires change leaders hold a degree
of optimism by envisioning a future where things are better, while creating the energy and
motivation required to achieve it (Isern & Pung, 2007). However, there is always the risk
that outcomes will fall short, to the detriment of the organization and its personnel.
Operations are approached with due diligence and carry the respect of the organization
(Defence, 2016). It is now important to recognize that success in operations rests on the
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calibre, capability and dedication of its personnel, and that the organization has failed to
support them to that end. This OIP outlines a plan to change the Navy’s shipboard training
traditions, and in particular, the underlying assumptions that have plagued OJT for far too
long (Schein, 2017). Actioning these purposeful changes may serve to reverse the current
trend of attrition during OJT by creating a positive learning environment that draws
trainees into the organization and inspires the commitment necessary to see the Navy
through the future.
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